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ABSTRACT	  
Impacts	  of	  Organizational	  Culture(s)	  in	  the	  Management	  of	  Mergers	  in	  the	  Arts	  
Sector	  	  
By	  Mélanie	  Grenier	  	  Mergers	  in	  the	  arts	  sector	  have	  increased	  significantly	  since	  the	  early	  1980s	  (Yankey	  and	  Singer).	  Since	  2008,	  the	  ongoing	  financial	  crisis	  has	  forced	  many	  organizations	  to	  consider	  defensive	  mergers	  because	  of	   significant	  cuts	   in	  contributed	   income,	  a	  greater	   need	   for	   sustainable	   business	   models,	   and	   the	   increased	   drive	   for	  optimization	  of	  costs	  and	  revenues.	  As	  growing	  competition	  and	  new	  market-­‐based	  environments	  continue	  to	  increase	  the	  popularity	  of	  organizational	  partnerships,	  it	  is	  paramount	  to	  address	  one	  of	  the	  biggest	  obstacles	  of	  merging	  two	  organizations,	  and	  that	  is	  organizational	  culture.	  Current	   literature	   on	   mergers	   tends	   to	   convey	   that	   failing	   mergers	   all	   point	   to	  organizational	  culture	  and	  cultural	  leadership	  issues.	  Also	  known	  as	  “culture	  clash,”	  this	  involves	  identity	  issues,	  poor	  communication,	  human	  resources	  problems,	  and	  inter-­‐group	  conflicts.	  Euphemistically,	  and	  perhaps	  because	  of	   the	  culture	  of	  many	  arts	  sector	  boards	  of	  directors,	  when	  discussed,	  the	  failed	  mergers	  often	  fall	  under	  the	   categorization	   of	   “cultural	   differences”.	   Such	   euphemisms	   do	   not	   get	   to	   the	  detailed	  drivers	  behind	  the	  failed	  mergers.	  Through	   an	   extensive	   literature	   review,	   case	   studies,	   and	   many	   CEO	   and	   board	  director-­‐level	   interviews,	   this	   thesis	   lays	   out	   the	   cultural	   risks	   and	   opportunities	  inherent	  to	  the	  management	  of	  such	  mergers	  and	  provides	  a	  clear	  understanding	  of	  the	   drivers	   within	   organizational	   culture(s)	   that	   affect	   the	   success	   or	   failure	   of	  mergers	  in	  the	  arts	  sector.	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PURPOSE	  STATEMENT	  	  
Hypothesis	  	  Understanding	  the	  specificity,	  characteristics,	  and	  possible	  impact	  of	  organizational	  culture(s)	   in	   the	   arts	   sector	   may	   be	   a	   key	   element	   in	   assessing,	   planning,	   and	  successfully	  leading	  the	  management	  of	  mergers	  in	  the	  arts	  sector.	  	  
Why	  Is	  This	  Important	  for	  the	  Field?	  There	  is	  a	  growing	  concern	  for	  more	  sustainable	  business	  models	  and	  structures	  in	  the	   arts	   sector	   due	   to	   external	   forces.	   Several	   new	   strategies	   with	   a	   significant	  interest	   for	  mergers	  are	  considered.	  Through	  a	   long	  history	  of	  mergers	   in	   the	   for-­‐profit	   sector,	   they	   have	   been	   proven	   to	   fail	   due	   to	   “people	   issues”.	   This	   analysis	  shows	  there	  is	  a	  clear	  association	  between	  culture	  alignment	  and	  merger	  success.	  	  	  
Procedure	  A	  thorough	  literature	  review	  of	  scholarly	  articles,	  news	  articles,	  and	  books	  provides	  data	   to	  better	  understand	  current	   research	  on	   the	   topics	  of	  organizational	   culture	  and	  mergers	  in	  the	  arts	  sector,	  as	  well	  as	  the	  for-­‐profit	  correlations.	  Interviews	  with	  key	  executives	  in	  the	  arts	  sector	  provide	  important	  reflections	  on	  specific	  mergers	  and	  experiences	  in	  the	  field.	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BOUNDARIES	  AND	  LIMITATIONS	  	  This	  thesis	  focuses	  on	  the	  impact	  of	  organizational	  culture(s)	  in	  the	  arts	  sector.	  	  Senior	  executives	  from	  the	  arts	  sector	  proffered	  many	  hours	  of	  structured	  interviews,	  and	  three	  in-­‐depth	  recent	  case	  studies	  were	  used	  to	  support	  the	  research	  hypotheses	  generated	  by	  the	  interviews.	  The	  keywords	  used	  to	  search	  current	  literature	  are	  “mergers	  in	  the	  arts”;	  “non-­‐profit	  arts	  mergers”;	  “arts	  and	  non-­‐profit	  mergers	  and	  boards”;	  “change	  management	  and	  mergers”;	  “organizational	  culture	  and	  arts”;	  and	  “organizational	  culture	  and	  mergers”.	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LITERATURE	  REVIEW	  	  
Research	  Question	  
How	  Do	  Organizational	  Culture(s)	   Impact	   the	  Management	  of	  Mergers	   in	   the	  
Arts	  Sector?	  
Purpose	  of	  the	  Literature	  Review	  The	   purpose	   of	   this	   literature	   review	   is	   to	   create	   a	   framework	   to	   understand	   the	  impacts	   of	   organizational	   culture(s)	   in	   the	   management	   of	   mergers	   in	   the	   arts	  sector.	  	  
Highlights	  of	  the	  Literature	  Review	  
Four	  topics	  have	  emerged	  from	  the	  literature	  review:	  
The	  appeal	  of	  mergers	  in	  the	  arts	  sector.	  Environmental,	  financial,	  programmatic,	  and	  external	  pressures	  have	  increased	  the	  need	  to	  consider	  mergers	  as	  an	  effective	  response	  to	  a	  changing	  environment.	  Through	  interviews,	  articles,	  books,	  and	  blogs,	  it	   has	   become	   clear	   that	   the	   arts	   sector	   is	   gaining	   interest	   in	   its	   relevance.	  Practitioners,	   board	  members,	   executives,	   and	   researchers	   alike	   have	   opened	   the	  discussion	   and	   are	   seeking	   to	   implement	   and	  understand	   the	  new	   structures	   that	  are	  emerging	  in	  the	  sector.	  	  
	  	  	  
Organizational	   culture(s)	   and	  mergers	   in	   the	   arts	   sector.	  As	  mergers	   gain	   in	  popularity,	  it	  becomes	  more	  relevant	  to	  study	  the	  key	  tactics	  underlying	  the	  success	  or	   failure	   of	   their	   implementation.	   The	   long	   history	   of	   mergers	   in	   the	   for-­‐profit	  sector	  has	  often	  proven	  the	  correlation	  between	  the	  failure	  of	  mergers	  and	  “people	  issues,”	   leading	   to	   a	   greater	   need	   to	   understand	   the	   impacts	   of	   organizational	  culture(s)	  in	  the	  arts	  sector	  for	  future	  mergers.	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Impacts	  of	  organizational	  culture(s)	  on	  the	  management	  of	  mergers	  in	  the	  arts	  
sector.	   Successful	   mergers	   necessitate	   a	   clear	   alignment	   of	   the	   organizational	  culture(s)	   of	   the	   merging	   entities,	   but	   before	   a	   common	   culture	   is	   created	   and	  accepted,	  most	  mergers	  will	  entail	  a	  “culture	  clash”.	  Apparent	  at	  many	  levels,	  culture	  clash	   greatly	   impacts	   the	   planning,	   implementation,	   integration,	   and	   long-­‐term	  viability	  of	  a	  merger.	  	  	  
Direct	   impacts	   of	   organizational	   culture(s)	   on	   mergers.	   Direct	   impacts	   of	  organizational	   culture(s)	   can	   be	   identified	   through	   the	   merger	   process.	  Macroanalysis	   and	   microanalysis	   can	   be	   conducted	   to	   reveal	   impacts	   on	  organizational	  behavior,	  as	  well	  as	  impacts	  on	  individuals,	  that	  can	  be	  damaging	  to	  the	  future	  organization	  and	  its	  people	  if	  inadequately	  managed.	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A	  CHANGING	  ENVIRONMENT	  FAVORABLE	  TO	  MERGERS	  	  The	  issue	  of	  merging	  non-­‐profits	  started	  to	  gain	  popularity	  in	  the	  1980s	  (Singer	  and	  Yankey)	  and	   is	   thus	  not	  an	  entirely	  new	  phenomenon.	  However,	   the	   issue	  became	  more	  prominent	  in	  the	  1990s	  and	  reached	  an	  all-­‐time	  high	  during	  the	  first	  decade	  of	  the	   21st	   century,	   an	   occurrence	   largely	   attributed	   to	   the	   financial	   crisis	   of	   2008,	  significant	   cuts	   in	   contributed	   income,	   and	   greater	  needs	   for	   sustainable	  business	  models	   and	   for	   optimization	   of	   costs	   and	   revenues.	  Martin	   Cohen,	   of	   the	   Cultural	  Planning	  Group,	   notes:	   “After	   the	   2008	   recession	  mergers	   quickly	   became	  part	   of	  the	  conversation,	  driven	  primarily	  from	  a	  sense	  that	  the	  non-­‐profit	  arts	  sector	  was	  over-­‐built	   –	   too	   many	   organizations,	   duplication,	   not	   enough	   resources.	   	  In	  particular	   there	   has	   been	   an	   active	   national	   conversation	   of	   consolidating	  administrative	   functions,	   the	   'backrooms'.	   	  This	   has	   been	   successful	   in	   several	  instances.	  Regardless,	  mergers	  by	  necessity	  must	  still	  be	  driven	  by	  a	  clear	  alignment	  of	  mission.	  	  Without	  a	  compelling	  mission-­‐driven	  reason	  they	  are	  likely	  to	  fail.”	  At	   the	   Greater	   Philadelphia	   Cultural	   Alliance,	   Tom	   Kaiden	   notes	   that	   the	   2008	  fallout	   of	   the	   corporate	   sector	   that	   occurred	   as	   the	   stock	  market	   plummeted	   has	  triggered	  a	  “…four-­‐part	  workshop	  series	  called	  ‘Managing	  in	  Turbulent	  Times’	  that	  brought	   in	   outside	   experts	   to	   help	   arts	   leaders	   think	   about	   strategic	  alliances/mergers,	   downsizing	   [and]	   layoffs.”	   Indeed,	   as	   major	   for-­‐profit	  corporations	   initiated	   layoffs	   and	   cutbacks,	   the	   non-­‐profit	   sector	   braced	   for	   the	  worst	   and	   prepared	   to	   counteract	   the	   effects	   they	   thought	  would	   soon	   reach	   the	  non-­‐profit	  sector.	  	  	  New	  restructuring	  models	  have	  brought	  their	  share	  of	  leadership	  concerns	  over	  the	  sector.	  Although	   there	   is	   a	  plethora	  of	   studies	  deriving	   from	   the	   for-­‐profit	   sector,	  leaders	   in	   the	   non-­‐profit	   arena	   are	   now	   faced	   with	   the	   challenges	   of	   managing	  change	   while	   also	   articulating	   new	   mission-­‐focused	   strategies	   and	   forging	  sustainable	   models	   with	   decreased	   funding	   and	   heightened	   competition	   for	   the	  leisure	   time	  of	  patrons.	  A	  much-­‐studied	  aspect	  of	   change	  management	   in	   the	   for-­‐
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profit	   world	   revolves	   around	   management	   styles,	   with	   a	   direct	   correlation	   to	  transformational	   leadership	   and	   cultural	   change.	   Surprisingly,	   the	   arts	   sector	   has	  yet	  to	  adjust	  to	  the	  growing	  needs	  of	  a	  changing	  environment.	  	  Mr.	   Kaiden,	   of	   the	   Philadelphia	   Cultural	   Alliance,	   also	   suggests	   a	   lag	   in	   the	   non-­‐profit	  sector,	  where	  the	  financial	  effects	  were	  not	  as	  prominent	  before	  2010,	  which	  may	   explain	   a	   slower	   tendency	   to	   engage	   in	   mergers	   and	   partnerships	   and	   to	  address	  inefficiencies.	  He	  states	  that	  “….there	  is	  a	  lag	  in	  the	  funding	  cycle	  (think	  3-­‐year	   rolling	   averages	   [and]	   timing	   of	   tax	   collections),	   [and]	   non-­‐profit	   arts	  organizations	  did	  not	  feel	  the	  pinch	  right	  away.	  Combine	  that	  with	  a	  mission-­‐based	  focus	   for	   boards	   and	   staff,	   rather	   than	   a	   quarterly	   shareholder/profit	  motive.	  We	  may	  have	  been	  lulled	  into	  a	  false	  sense	  of	  security.”	  Perhaps	  the	  interest	  in	  mergers	  is	  also	  a	  consequence	  of	  the	  unprecedented	  growth	  of	   non-­‐profit	   organizations	   now	   overflowing	   supply	   and	   leading	   to	   an	   aggressive	  fight	  for	  support	  with	  increasing	  overlap	  in	  services.	  In	  any	  case,	  one	  can	  argue	  that	  the	  growing	  need	  to	  access	  working	  capital	  outside	  the	  grants	  resource	  pools	  and	  to	  create	  more	   efficient	   sustainable	   organizations	   led	   to	   the	   exploration	  of	   alternate	  solutions	  such	  as	  mergers	  to	  potentially	  increase	  promised	  efficiency.	  	  As	   non-­‐profit	   organizations	   investigate	   new	   opportunities,	   their	   capacity	   to	  embrace	   change	   also	   becomes	   critical	   and	   sometimes	   problematic:	   “Many	   non-­‐profits	   are	   focused	  on	  changing	   society,	   yet	   they	  often	   fear	   changing	   themselves.”	  (La	  Piana)	  Myths	  that	  refute	  the	  new	  realities	  of	  an	  ever-­‐changing	  global	  economy	  continue	   to	   lead	   the	   non-­‐profit	   sector	   down	  dead-­‐end	   roads.	  Organizations	   today	  need	  not	  only	  to	  consider	  the	  new	  economic	  state,	  demographic	  changes,	  and	  new	  demands	   from	   funders	   and	   patrons	   but	   must	   also	   find	   specific	   ways	   to	   address	  these	  challenges	  while	  maintaining	  a	  focus	  on	  their	  mission	  and	  a	  consideration	  for	  culture,	  creating	  value,	  goals,	  vision,	  history,	  and	  desired	  outcomes.	  	  	  For	  most,	  mergers	  in	  response	  to	  a	  changing	  financial	   landscape	  in	  the	  arts	  sector	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and	   increased	   competition	   among	   non-­‐profits	   for	   human	   and	   financial	   resources	  created	  a	  buzz	  for	  potential	  opportunities	  and	  further	  development,	  thus	  suggesting	  a	  brighter	  future	  home	  for	  resilient	  organizations	  with	  higher	  return	  on	  investment.	  The	   merger	   process,	   although	   complex,	   remains	   a	   potentially	   rewarding	   option	  with	  diversified	  driving	  forces,	  according	  to	  La	  Piana	  Consulting.	  In	  recent	  articles,	  the	  consulting	  company	  describes	  such	  driving	  forces	  as:	  	  
• Environmental	   (overcrowding	   of	   the	   non-­‐profit	   sector,	   increased	  competition	  for	  human	  and	  financial	  resources,	  pressure	  from	  the	  for-­‐profit	  sector)	  
• Threat	  (real	  or	  perceived)	  of	  being	  acquired,	  merged,	  or	  consolidated	  (due	  to	  an	  uncertain	  future	  or	  pressure	  from	  funders)	  
• Programmatic	  (diversify	  or	  expand	  product	  mix,	  gain	  market	  share,	  improve	  the	  quality	  of	  programming	  and	  services,	  associate	  with	  high	  quality	  partner	  organizations,	  ensure	  survival	  of	  the	  services	  provided	  to	  a	  community)	  
• Managerial	   (optimize	   administrative	   structures	   and	   leadership,	   utilize	  human	   resources	   more	   efficiently,	   provide	   better	   opportunities	   for	  employees,	   obtain	   better	   technological	   capacities,	   improve	   strategic	  position)	  	  
• Financial	   (economy	   of	   scale,	   increased	   funding,	   access	   to	   capital	   funds,	  maximize	  resources)	  This	   new	   endeavor	   to	   proceed	   with	   mergers	   in	   the	   arts	   sector	   has	   largely	   been	  encouraged	  by	   funding	   institutions	  offering	  reorganization	   funds	  and	   the	  promise	  of	   healthier	   finances.	  The	  pressure	   to	  merge	   is	  most	   often	   trickled	  down	   through	  the	  board,	  for,	  in	  most	  arts	  organizations,	  management	  is	  commonly	  board-­‐driven.	  However,	   merging	   is	   rarely	   the	   first	   strategic	   option	   and	   rather	   comes	   as	   a	   last	  resort	   when	   environmental	   uncertainties	   and	   external	   pressures	   become	  overwhelming.	   Mergers	   are	   presented	   as	   an	   opportunity	   to	   achieve	   overall	  improved	  organizational	  efficiency,	  funding	  security,	  customer	  services,	  community	  image,	   and	   stability,	   often	   without	   consideration	   of	   the	   impacts	   inherent	   in	   any	  merger	   process.	   Organizations	   often	   proceed	   to	  mergers	  with	   a	   sense	   of	   urgency	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and	  in	  an	  unplanned	  manner	  that	  triggers	  opposition	  and	  chaos,	  more	  often	  leading	  to	  the	  failure	  or	  abortion	  of	  the	  merger.	  	  	  	  The	   incapacity	   of	   organizations	   to	   lead	   effective	   change	   management	   is	   highly	  reliant	  on	  the	  capacity	  to	  implement	  and	  articulate	  the	  parameters	  of	  a	  new	  culture.	  Current	  research	  on	  leadership	  suggests	  that	  the	  typical	  approaches	  of	  idiosyncratic	  and	  highly	  charismatic	   leaders	  are	  no	  longer	  sufficient	  to	  motivate	  employees	  and	  provide	  a	  new	  framework	  and	  structures.	  The	   literature	   on	   non-­‐profit	   mergers	   remains	   scarce.	   Only	   a	   small	   number	   of	  scholars	  and	  consultants	  interacting	  in	  the	  field	  are	  responsible	  for	  the	  current	  data.	  It	   is	   difficult	   to	  measure	   the	   effects	   of	   this	   new	   pressure	   for	   partnerships	   and	   to	  evaluate	   the	   potential	   for	   success	   without	   significant	   data.	   And,	   as	   many	   arts	  leaders	   are	   evaluating	   the	   possibility	   of	   implementing	   collaborations	   as	   a	  way	   to	  alleviate	   funding	   unpredictability,	   increase	   efficiencies,	   bolster	   external	   support	  and	   attendance,	   and	   minimize	   the	   threat	   of	   “mission	   drift”	   caused	   by	   initiating	  activities	   outside	   the	  mission	   scope	   to	   increase	   earned	   income,	   it	   is	   necessary	   to	  consider	  the	  possible	  impacts	  of	  such	  endeavors.	  	  Andrew	   Taylor	   refers	   to	   “The	   Urge	   to	   Merge”	   on	   recent	   blog	   posts	   on	   the	   Arts	  Journal	   website	   (http://www.artsjournal.com).	   Taylor	   notes	   the	   new	   Lodestar	  Foundation	   Collaboration	   prize	   as	   an	   encouragement	   for	   the	   field	   to	   initiate	  collaborations	   such	   as	  mergers.	   Interestingly,	   in	   2009,	   the	   prize	  was	   awarded	   to	  two	  mergers	  in	  the	  arts	  sector.	  As	  will	  be	  shown	  in	  the	  following	  pages,	  the	  appeal	  of	  mergers	  in	  the	  arts	  sector	  may	  also	  come	  with	  its	  own	  set	  of	  issues	  that	  cannot	  be	  treated	  with	  for-­‐profit	  idiosyncrasies.	  	  In	   his	   recent	   publication,	   Good	   to	   Great	   and	   the	   Social	   Sectors	   (A	   Monograph	   to	  
Accompany	  Good	  to	  Great),	  Jim	  Collins	  warns	  that	  success	  in	  the	  social	  sectors	  relies	  on	  the	  capacity	  to	  “calibrate	  success	  without	  business	  metrics,	  get	  things	  done	  with	  a	   diffuse	   power	   structure,	   get	   the	   right	   people	   on	   the	   bus	   within	   social	   sectors	  constraints,	   rethinking	   the	   economic	   engine	  without	   a	   profit	  motive	   and	   building	  momentum	  by	  building	  the	  brand”.	  This	  is	  not	  without	  understanding	  the	  basics:	  “A	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culture	  of	  discipline	  is	  not	  a	  principle	  of	  business,	  it’s	  a	  principle	  of	  greatness.”	  Thus,	  the	   importance	   of	   understanding	   organizational	   culture(s)	   is	   to	   facilitate	   change	  and	  seek	  to	  attain	  greatness	  through	  orderly	  planning,	  governance,	  the	  allowance	  of	  human	  and	  financial	  resources,	  and	  implementation.	  Culture	  and	  policy	  are	  a	  long-­‐term	  strategy	  and	  will	  not	  yield	  direct	  effect	  return	  on	   investment	  but	  will	  enable	  long-­‐term	   vision,	   sustainability,	   and	   effectiveness,	   as	   well	   as	   increase	   the	  possibilities	  for	  successful	  mergers.	  	  	  
The	  Appeal	  of	  Mergers	  in	  the	  Arts	  Sector	  	  If	   some	   similarities	   exist	   between	   the	   merging	   of	   for-­‐profit	   and	   non-­‐profit	  organizations,	  they	  are	  more	  likely	  to	  be	  found	  in	  concerns	  over	  financial	  strategies	  and	   economies	   of	   scale.	   As	   Jim	   Collins	   recently	   stated,	   organizations	   of	   the	   non-­‐profit	   variety	   are	   subject	   to	   legislative	   leadership,	   as	   opposed	   to	   the	   executive	  leadership	  of	   the	   for-­‐profit	   sector.	  Collins’	   theory	   suggests	   that,	  different	   from	   the	  centralized,	  concentrated	  power	  the	  business	  world	  is	  accustomed	  to,	  the	  non-­‐profit	  word	   faces	   a	   diffused	   power	   structure.	   When	   major	   changes	   such	   as	   mergers	  happen	   in	  non-­‐profit	   organizations	   (typically	   encouraged	  and	   controlled	  by	  board	  members	   with	   business	   backgrounds),	   a	   clash	   occurs.	   According	   to	   Collins,	   “In	  business,	  money	  is	  both	  an	  input	  (a	  resource	  for	  achieving	  greatness)	  and	  an	  output	  (a	  measure	   of	   greatness).	   In	   the	   social	   sectors,	  money	   is	   only	   an	   input,	   and	   not	   a	  measure	  of	  greatness.”	  	  Merging	  two	  or	  more	  organizations	  is	  a	  complex	  process	  involving	  “individuals	  and	  organizations	   with	   histories,	   personalities	   and	   cultures	   that	   complicate	   the	  predictability	  of	   the	   transaction”	   (Yankey,	   Jacobus,	  Koney).	  According	   to	  La	  Piana,	  “Most	   nonprofits	   spend	   approximately	   80%	   of	   their	   administrative	   budget	   on	  people,	   including	   salaries,	   benefits	   and	   taxes.”	   Unfortunately,	   when	   it	   comes	   to	  merging	   two	  or	  more	  organizations,	   the	  human	  side	  of	   the	  deal	   is	  often	  neglected	  and	  rarely	  part	  of	  due	  diligence,	  resulting	  in	  conflicts	  and	  unattained	  organizational	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goals.	  When	  non-­‐profit	  organizations	  reach	   the	  decision	   to	  merge,	   it	   is	  more	  often	  due	   to	   a	   financial	   crisis	   than	   through	   the	   normal	   pathways	   of	   increasing	  productivity.	   Indeed,	   the	  driving	   force	  of	   these	  organizations	   lies	   in	  anchored	  zeal	  for	  a	  specific	  communal	  passion	  and	  vision	  to	  convey	  a	  message	  and	  supply	  services	  in	   accord	   with	   that	   mission.	   Often	   led	   by	   a	   culture	   of	   “hands-­‐on”	   people	   and	  founder-­‐driven	   passions,	   the	   lack	   of	   resources	   and	   necessary	   involvement	   of	  employees	   creates	   an	   intricate	   web	   of	   relationships	   and	   a	   jealous	   safeguard	   of	  particular	   knowledge.	   When	   pressure	   for	   money	   makes	   mergers	   or	   other	  partnerships	   inevitable,	   employees	   most	   likely	   approach	   the	   new	   standards	   and	  realities	  with	  reluctance	  and	  suspicion.	  	  	  Mergers	  are	  often	  results	  of	  focused	  discussions	  between	  non-­‐profit	  executives	  and	  boards	  of	  trustees	  attempting	  to	  answer	  the	  question,	  “How	  can	  we	  do	  what	  we	  do	  better?”	   Typically,	   this	   quickly	   leads	   to	   matters	   of	   efficiency,	   effectiveness,	  productivity	   and	   growth,	   and	   concern	   towards	   economic	   needs.	   Essentially,	  numerous	   strategic	   efforts	   led	   by	   a	   growing	   number	   of	   non-­‐profits	   are	   geared	  towards	  the	  need	  to	  build	  more	  financially	  sustainable	  structures	  and	  the	  essential	  means	  of	  thriving	  in	  an	  environment	  that	  is	  becoming	  increasingly	  competitive	  and	  with	  few	  resources	  to	  spare.	  	  Furthermore,	   a	   rapidly	   growing	  market	   has	   created	   overlapping	   in	   products	   and	  services,	   leading	   to	   excess	   supply	   over	   demand	   and	   a	   further	   increase	   in	  competition.	  Non-­‐profit	  organizations	  are	  geared	  and	  built	  around	  a	  unique	  goal	  to	  better	   achieve	   a	  mission.	   This	   perception	   diverts	   interests	   for	   creating	   value	   and	  maintaining	   healthy	   finances.	   In	   many	   organizations,	   there	   is	   such	   distraction	   in	  pursuing	   social	   achievement	   that	   focus	   is	   alleviated	   from	   supply	   and	   demand.	  Individuals	  of	  organizations	  become	  so	  convinced	  that	  the	  mission	  they	  are	  fulfilling	  is	   responding	   to	   a	   social	   need	   and	   will	   thus	   create	   and	   sustain	   demand.	   When	  analyzing	  results,	  though,	  this	  concept	  of	  the	  market	  rapidly	  appears	  problematic,	  as	  economic	  factors	  of	  supply	  and	  demand	  are	  not	  subject	  to	  the	  wants	  and	  needs	  of	  an	  organization’s	   desire	   to	   fulfill	   a	   mission.	   Rather,	   it	   is	   the	   opposite	   in	   nature.	   A	  merger,	   if	   presented	   as	   a	   means	   to	   achieve	   improved	   finances,	   efficiency,	   and	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production	   and	   geared	   towards	   selling	   a	   product,	   is	   likely	   to	   be	   problematic	   and	  confusing	   for	   the	   members	   of	   an	   organization.	   The	   foreseen	   results	   also	   become	  unlikely	   because,	   in	   many	   cases,	   mergers	   are	   considered	   a	   last	   resort	   when	  organizations	   face	   issues,	   whether	   financial	   or	   otherwise,	   that	   have	   become	  insurmountable	  and	  impede	  the	  following	  of	  the	  mission.	  When	  referring	  to	  mergers,	  the	  Nonprofit	  Finance	  Fund’s	  Clara	  Miller	  suggested	  that	  mergers	   in	   the	   arts	   sector	   may	   be	   more	   costly	   than	   effective	   due	   to	   issues	  attributable	  to	  organizational	  culture(s):	  “To	  the	  outside	  eye,	  it	  may	  look	  perfect	  to	  have	  X	  and	  Y	  merge,	  but	   in	   fact	   internally	   there	  are	  huge	  cultural	  differences	   that	  will	  make	   it	   hard.	  At	   arts	   organizations,	   in	   particular,	  we	   celebrate	   our	   individual	  artistic	   visions,	   and	   that's	   manifest	   in	   many,	   many	   organizations”	   (Miller).	  Organizational	  culture,	  often	  referred	  to	  as	  the	  overarching	  values,	  beliefs,	  rules,	  and	  behavior	   knowingly	   accepted	   and	   learned	   inside	   an	   organization,	   also	   extends	   to	  management	   styles,	   expectations,	   decision-­‐making	   processes,	   and	   the	   power	   of	  egos.	   When	   implementing	   change,	   culture	   dictates	   the	   ways	   in	   which	   employees	  react	   and	  what	  decisions	  will	   be	   taken,	   causing	  direct	   impacts	  on	   the	   success	  and	  future	  of	  the	  organization.	  If	  every	  organization	  is	  bound	  to	  the	  characteristics	  of	  its	  own	  culture,	  it	  is	  paramount	  to	  realize	  that	  cultures	  can	  be	  multifaceted,	  numerous,	  loud,	   strong,	   weak,	   or	   dormant	   and	   barely	   noticeable.	   Organizational	   culture	   is	   a	  complicated	  web	  that	  extends	  to	  every	  aspect	  of	  an	  organization,	  top	  to	  bottom	  and	  inside	  and	  out.	  	  In	  their	  book	  The	  Complete	  Guide	  to	  Mergers	  and	  Acquisitions,	  Galpin	  and	  Herndon	  demonstrate	  the	  differences	  between	  mergers	  in	  two	  periods	  (before	  1999	  and	  after	  1999),	  noticing	  a	  shift	  in	  goals	  and	  outside	  elements	  influencing	  mergers.	  	  
	   BEFORE	  1999	   AFTER	  1999	  
REASONS	   Financial	  play	   Operational	  leap	  
RISKS	   Overleverage	   Integration	  
TARGETS	   Diverse	   Similar	  
PRIZES	   Hard	  assets	   4	   Cs:	   Customer,	   channels,	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content,	  competencies	  
MANDATE	   Stabilize	   Exploit	  instability	  
MARKET	   Forgiving	   Merciless	  	   Mergers	  could	  be	  integrated	  over	  a	  long	  period	  (2-­‐3	  years).	  
Mergers	  have	  to	  be	  completed	  as	  soon	  as	  possible	  (6-­‐12	  months).	  	  	  	  	  Galpin	  and	  Herndon	  also	  add	  that	  employees	  of	  the	  for-­‐profit	  world	  will	  “…likely	  go	  through	   multiple	   mergers	   through	   one	   working	   career	   as	   deals	   become	   more	  routine	   and	   often	   involve	   multiple	   transactions	   simultaneously.”	   What	   is	  particularly	   interesting	   for	  what	   concerns	   us	   (mergers	   of	   the	   arts	   sector)	   are	   the	  similarities	   between	   non-­‐profit	   mergers	   in	   the	   arts	   sector	   and	   for-­‐profit	   mergers	  prior	  to	  1999	  involving	  financial	  play,	  hard	  assets,	  and	  overleverage.	  This	  leads	  us	  to	  wonder:	   Is	   the	   arts	   sector	   keeping	   up	   and	   responding	   adequately	   to	   the	   current	  state	   of	   the	  world?	  Why	   are	  we	   struggling	   against	   the	   cold	   reality	   of	  maintaining	  healthy	  finances,	  instead	  of	  leading	  our	  organization	  in	  mergers	  that	  have	  the	  power	  to	  increase	  capacity	  and	  gravitate	  us	  from	  good	  organizations	  to	  great	  ones?	  Before	  making	   the	  decision	   to	  merge,	  an	  extensive	  assessment	  of	   the	  organization	  should	  be	  done	  to	  review	  its	  current	  state.	  To	  avoid	  jumping	  into	  a	  merger	  without	  the	  proper	  knowledge,	  David	  La	  Piana	  uses	  eleven	  questions	  as	  assessment	  tools	  for	  an	  organization:	  	  1)	  What	  is	  motivating	  your	  desire	  to	  merge?	  	  2)	  What	  do	  you	  expect	  from	  a	  merger?	  	  3)	  Can	  you	  keep	  a	  focus	  on	  mission?	  	  4)	  Do	  you	  have	  a	  unity	  of	  strategic	  purpose?	  5)	  Can	  your	  leaders	  speak	  with	  one	  voice?	  	  6)	  How	  solid	  are	  board-­‐management	  relationships?	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7)	  Are	  you	  currently	  in	  crisis?	  	  8)	  Do	  you	  have	  a	  history	  of	  successful	  risk-­‐taking?	  9)	  Do	  you	  have	  a	  growth	  orientation?	  	  10)	  Is	  there	  an	  opening	  in	  either	  executive	  position?	  	  11)	  Do	  you	  know	  of	  other	  successful	  mergers?	  	  Although	   simplistic,	   these	   questions	   may	   promote	   a	   larger	   discussion	   of	   the	  available	   financial	   and	   human	   resources	   of	   the	   organization,	   its	   history,	   and	   its	  successes	  and	  failures.	   It	  may	  also	  enable	  the	   leaders	  of	   the	  organization	  to	  assess	  critical	  elements	  of	  the	  merger,	  such	  as	  bringing	  different	  cultures	  together.	  Finally,	  La	  Piana	  also	  defines	   three	  overarching	   factors	   for	  motivations	   for	  mergers	   in	   the	  arts:	   improve	   finances,	   gain	   access	   to	   a	   larger	   skillset,	   and	   enhance	   the	  organization’s	  pursuit	  of	  mission,	  all	  referred	  to	  as	  the	  “strategic	  motivations	  mix”.	  	  By	  setting	  clear	  goals	  and	  acknowledging	  a	  more	  global	  picture	  of	  the	  organization,	  it	  becomes	  possible	  to	  work	  towards	  success	  by	  working	  on	  weaknesses	  and	  seizing	  opportunities.	   Leaders	   of	   change	   who	   make	   organizational	   culture	   a	   part	   of	   due	  diligence	  will	  likely	  avoid	  bad	  surprises	  in	  the	  long	  run.	  La	  Piana	  suggests	  that	  long-­‐term	   viability	   of	   the	   proposed	   change	   is	   made	   possible	   only	   by	   questioning	   the	  essence	   of	   the	   organization	   —	   its	   culture.	   Yankey,	   Jacobus,	   and	   Koney	   also	   set	  specific	   criteria	   for	   selecting	   a	   merger	   partner:	   similar	   mission	   and	   values;	  consistent	  vision	  for	  the	  future;	  sufficiently	  large	  size	  to	  predict	  long-­‐term	  survival;	  board	   and	   staff	   compatibility;	   and	   staff	   job	   protection.	   In	   order	   to	   facilitate	   a	  systematic	   approach	   to	   mergers	   in	   the	   arts	   sector,	   it	   is	   reasonable	   to	   think	   that	  reviewing	   organizational	   culture(s)	   must	   be	   a	   part	   of	   any	   due	   diligence	   process	  prior	   to	   change.	  Without	   consideration	   for	   the	   organic	   aspect	   of	   organizations,	   it	  remains	  unrealistic	  to	  predict	  long-­‐term	  results.	  	  	  As	  growing	  concerns	   for	  more	   sustainable	  entities	  drive	   change,	   it	   is	  necessary	   to	  find	   ways	   to	   implement	   successful	   new	   structures	   and	   cultures.	   The	   more	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systematic	  approaches	  to	  mergers	  of	  the	  for-­‐profit	  sector	  may	  set	  a	  bottom	  line	  for	  discussions	   and	   negotiations	   prior	   to	   any	   merger	   process,	   but	   they	   still	   seem	  unlikely	   to	   produce	   long-­‐term	   results	   in	   the	   non-­‐profit	   world.	   A	   systematic	  approach	  is	  often	  seen	  as	  a	  negative	  and	  hurtful	  way	  to	  proceed	  for	  employees	  of	  the	  arts	  sector,	  who	  feel	  more	  at	  ease	  in	  processes	  that	  encourage	  an	  organic	  approach.	  In	   his	   book	   Mergers	   and	   Acquisitions	   –	   Managing	   the	   Transaction,	   Joseph	   C.	  Krallinger	  speaks	  of	  culture	  as	  a	  collage:	  “Top	  management	  cannot	  make	  the	  culture	  work.	  Everyone	  participates…knowingly	  or	  not,	  willingly	  or	  not.”	   Surprisingly,	   the	  arts	   sector	  suffers	   from	  a	   lack	  of	   flexibility	  and	   interest	   in	  possible	  collaborations,	  often	  displaying	  more	  energy	  in	  useless	  competition	  with	  similar	  organizations	  then	  a	  passion	  for	  finding	  solutions	  to	  enduring	  issues.	  	  The	  end	  goal	  of	  any	  merger	  process	   lies	   in	   the	  opportunity	   to	  build	  more	  efficient	  operations	   and	   a	   cohesive	   structure	  with	   a	   long-­‐term	   vision.	   Organizations	   in	   the	  arts	   sector	   are	   often	   referred	   to	   as	   disorganized,	   diffuse,	   or	   lacking	   discipline.	  According	  to	  Jim	  Collins,	  these	  adjectives	  are	  in	  opposition	  to	  the	  qualities	  of	  “great”	  organizations	  but	  are	  not	  only	  specific	  to	  arts	  organizations.	  	  	  
Aspects	  of	  Organizational	  Culture(s)	  	  If	  some	  have	  deemed	  mergers	  to	  be	  systematic	  and	  predictable,	  non-­‐profit	  mergers	  appear	   as	  more	   complex	   and	   highly	   prone	   to	   the	   effects	   of	   the	   “expectations	   and	  traditions	   of	   the	   nonprofit	   sector	   often	   adding	   yet	   another	   layer	   of	   potential	  complications”	   (Yankey,	   Jacobus,	   Koney).	   These	   traditions	   and	   expectations	   are	  directly	   connected	   to	   organizational	   culture(s),	   a	   concept	   especially	   prominent	   in	  the	   arts	   sector,	  where	   “surviving	   hard	  work	   and	   economic	   insecurity	   and,	   absent	  financial	  incentives,	  requires	  a	  strong	  set	  of	  shared	  beliefs	  and	  practices”	  (La	  Piana).	  When	  relating	  expectations	  to	  organizational	  culture(s),	  one	  quickly	  discovers	  that	  “expectations	  are	  based	  on	   the	   type	  of	  psychological	  contract	   formed	  at	  entry	  and	  early	  socialization	  experiences,	  in	  addition	  to	  the	  individual’s	  own	  prior	  experiences	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and	  perceptions	  of	   the	   larger	   environment”	   (Buono,	  Bowditch).	  As	   culture	   is	  both	  learned	   and	   taught,	   mentors	   and	   personal	   experiences	   define	   the	   extent	   of	   the	  influence	   of	   the	   organizational	   culture(s)	   on	   each	   individual.	   Consequently,	   sub-­‐cultures	   are	   also	   likely	   to	   be	   formed	   among	   the	   organization,	   likely	   including	  individuals	  with	  common	  similarities	  inside	  the	  organization.	  	  	  In	  a	  highly	  simplified	  form,	  organizational	  culture	  may	  be	  defined	  as	  a	  “whole	  that	  includes	   knowledge,	   beliefs,	   attitudes,	   and	   behaviors”	   (Buono,	   Bowditch).	  When	   a	  group	  of	  individuals	  comes	  together	  successfully,	  a	  unique	  group	  culture	  is	  adopted	  by	   the	   majority	   and	   creates	   synergy	   for	   working	   towards	   a	   common	   goal	   and	  ensuring	   long-­‐term	   survival.	   When	   compared	   to	   another	   organization,	   the	  organizational	   culture	   at	   the	   core	   of	   organization	   A	   becomes	   an	   explicit	  differentiator	  from	  organization	  B.	  It	   is	   important	   to	  understand	  that	   this	  general	  definition	   then	  unfolds	   into	  a	  more	  complex	  one	   following	  four	  conceptual	   issues	  clarified	  by	  Buono	  and	  Bowditch:	  1)	  the	   difference	   between	   objective	   and	   subjective	   organizational	   culture;	   2)	   the	  difference	  between	  subjective	  culture	  and	  organizational	  climate;	  3)	  the	  uniqueness	  of	  organizational	  cultures;	  and	  4)	  the	  multifaceted	  nature	  of	  organizational	  culture.	  To	   better	   serve	   our	   topic	   and	   limit	   our	   study	   to	   the	   impacts	   of	   organizational	  culture(s)	  on	  mergers	  in	  the	  arts	  sector,	  we	  will	  use	  these	  four	  conceptual	  issues	  to	  better	   qualify	   organizational	   culture	   (values,	   beliefs,	   norms,	   and	   traditions	   that	  influence	   the	   behavior	   of	   its	   members)	   in	   the	   arts	   sector,	   thus	   offering	   a	   better	  understanding	   of	   the	   influence	   of	   organizational	   culture(s)	   on	   all	   aspects	   of	  organizations,	   from	   employee	   relations	   to	   decision-­‐making,	   policy,	   procedures,	  management,	  and	  strategy.	  	  	  
	  The	  Difference	  Between	  Objective	  and	  Subjective	  Organizational	  Culture	  	  
	  
Mélanie	  Grenier	  
	   16	  
“Subjective	   organizational	   culture”	   refers	   to	   the	   patterns	   of	   beliefs,	   assumptions,	  and	  expectations	  shared	  by	  organizational	  members,	  as	  well	  as	  values,	  norms,	  and	  roles	   as	   they	   exist	   outside	   of	   the	   individual.	   The	   subjective	   culture	   may	   be	  personified	   by	   members	   of	   the	   organization	   who	   are	   referred	   to	   as	   ‘heroes’	   by	  publicly	   embracing	   the	   values	   of	   the	   organization	   and	   serving	   as	   role	  models	   for	  others.	  	  Subjective	  organizational	   culture	   in	   the	   arts	   sector	   is	   heightened	  because	   the	   role	  models	  of	  these	  organizations	  are	  often	  well	  recognized	  and	  highly	  respected	  for	  a	  particular	  success	  in	  a	  specific	  art	  form.	  This	  is	  often	  true	  for	  founder-­‐driven	  dance	  companies	   and	   theaters.	   Another	   striking	   example	   remains	   in	   the	   power	   of	   the	  orchestra	  maestro	  to	  influence	  staff	  decisions	  and	  public	  opinion.	  These	  ‘heroes’	  not	  only	   represent	   the	   values	   of	   their	   organizations	   but	   also	   benefit	   from	   the	   double	  standard	  of	  being	  superstars	  in	  their	  field.	  	  More	  recent	  studies	  analyze	  organizational	  culture	  through	  collaborative	  decision-­‐making	   structures.	  Examples	  of	   these	  different	   cultures	   are	   the	  Orpheus	  Chamber	  Orchestra,	   C4:	   The	   Choral	   Composer/Conductor	   Collective,	   and	   the	   Louisiana	  Philharmonic	  Orchestra.	  Erin	  Carey,	  from	  Dynamics	  Arts	  Consulting,	  recently	  posted	  on	   her	   blog:	   “Ultimately,	   the	   amount	   of	   musician	   involvement	   in	   a	   symphony	  orchestra	  is	  directly	  related	  to	  its	  organizational	  culture.	  An	  individual	  symphony’s	  culture	   has	   a	   large	   impact	   on	   how	   administrative	   functions	   are	   affected	   by	   the	  involvement	   of	   all	   sections	   of	   the	   organization”	  (http://dynamicartsconsulting.com/2010/02/building-­‐an-­‐organizational-­‐culture/February	  12,	  2010).	  	  The	   different	   levels	   of	   involvement	   carried	   out	   by	   organizational	   culture(s)	   and	  experienced	  by	  staff	  members	  are	  especially	  interesting	  in	  the	  arts	  sector,	  where	  the	  notions	  of	  being	  “hands-­‐on”	  and	  “wearing	  multiple	  hats”	  are	  not	  uncommon.	  Often,	  these	  organizations	  started	  very	  small,	  with	  one	  or	  two	  employees,	  and	  the	  need	  to	  use	   their	   minimal	   human	   resources	   to	   carry	   on	   the	   work	   created	   a	   high	   level	   of	  involvement.	   As	   these	   organizations	   grow	   and	   the	   different	   positions	   in	   the	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company	   become	   more	   specialized,	   employees	   become	   less	   involved	   in	   multiple	  tasks	   and	   aspects	   of	   the	   organization,	   but	   the	   underlying	   culture	   created	   by	  uncommon	  involvement	  and	  loyalty	  at	  the	  early	  phases	  of	  the	  organization	  remains.	  When	  change	  occurs,	  the	  deep-­‐seeded	  roots	  of	  the	  employees	  often	  create	  a	  wave	  of	  panic,	   resulting	   in	   suspicion	   towards	   the	   other	   merging	   entities	   and	   a	   desire	   to	  protect	  the	  purity	  of	  the	  culture	  as	  previously	  known.	  	  According	   to	   Buono	   and	   Bowditch,	   “Objective	   organizational	   culture	   refers	   to	   the	  artifacts	  created	  by	  the	  organization.”	  It	  is	  a	  physical	  reflection	  of	  the	  organizational	  culture(s),	   well	   represented	   by	   Broadway,	   the	   particular	   architecture	   of	   the	  Guggenheim,	  or	  Martha	  Graham’s	  technique,	   for	  example.	  However,	   it	   is	   important	  to	  note	  that	  when	  artifacts	  of	  the	  objective	  organizational	  culture(s)	  are	  recognized	  to	  have	   a	   life	   of	   their	   own,	  distortion	  occurs,	   and	   the	   artifact	  becomes	  part	   of	   the	  subjective	  organizational	  culture	  that	  can	  be	  claimed	  outside	  of	  the	  organization.	  	  	  
The	  Difference	  Between	  Subjective	  Culture	  and	  Organizational	  Climate	  	  
	  Climate	   is	   referred	   to	   as	   a	   measure	   of	   expectations.	   It	   defines	   whether	   the	  expectations	   of	   working	   for	   an	   organization	   are	   being	   met.	   Consequently,	   two	  different	  organizations	  may	  have	  the	  same	  type	  of	  climate.	  But,	  as	  climate	  is	  likely	  to	  be	  defined	  by	  work	  requirements,	  feelings,	  and	  interpersonal	  relationships,	  it	  is	  also	  subject	  to	  the	  effects	  of	  change	  or	  uncertainty	  and	  has	  a	  short-­‐term	  perspective.	  This	  is	  why,	   contrary	   to	  Buono	   and	  Bowditch,	   I	   offer	   that	   organizational	   culture	   is	   not	  only	   a	   measure	   of	   expectations	   but	   a	   direct	   factor	   in	   setting	   the	   parameters	   of	  expectations	   and	   therefore	   an	   important	   aspect	   of	   change	   management.	   Indeed,	  organizations	   that	   specifically	  define	  expectations	  as	  well	  as	   implement	  successful	  communication	  strategies	  will	  increase	  their	  chances	  for	  positive	  outcomes.	  	  	  	  When	   applied	   to	   the	   arts	   sector,	   notions	   of	   organizational	   climate	   are	   subject	   to	  many	   external	   factors,	   ranging	   from	   the	   success	   of	   a	   production,	   to	   cuts	   in	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contributed	  income,	  to	  high	  turnaround.	  The	  arts	  sector,	  from	  a	  first	  glimpse,	  is	  then	  very	   likely	   to	   suffer	   from	   the	   woes	   of	   the	   economy,	   change(s)	   in	   direction	   in	  government	  funding,	  or	  general	  failure	  to	  meet	  expectations,	  causing	  high	  turnover.	  Inevitably,	  the	  prospects	  of	  a	  merger	  will	  likely	  increase	  negative	  emotional	  reaction	  if	   the	   organization	   has	   not	   put	   efforts	   towards	   building	   a	   resilient	   culture	   that	   is	  open	  to	  change.	  	  
The	  Uniqueness	  of	  Organizational	  Cultures	  	  Available	  literature	  on	  the	  subject	  of	  organizational	  culture	  suggests	  that	  differences	  arise	  between	  industries	  rather	  than	  between	  organizations	  of	  the	  same	  industry.	  If	  it	   seems	   probable	   that	   this	   division	   is	   sufficient	   when	   considering	   functional	  differences	   such	   as	   sales,	   operations,	   development,	   etc.,	   the	   division	   seems	   very	  restrictive	  when	  applied	  to	  more	  abstract	  concepts	  such	  as	  the	  ability	  to	  take	  risks,	  philosophy,	   style,	   or	   orientation.	  A	  well-­‐known	  example	   is	   the	  merger	   of	   Chevron	  Corporation	  and	  Gulf	  Corporation,	  for	  which	  similar	  financial	  and	  physical	  resources	  never	   compensated	   for	   the	   lack	   of	   compatibility	   between	   organizational	   cultures	  and	  led	  to	  the	  failure	  of	  the	  merger	  between	  them.	  Evidently,	  all	  is	  neither	  white	  nor	  grey,	   and	   although	   exact	   duplicates	   of	   organizations	   are	   rarely	   found,	   some	  similarities	  may	  lead	  us	  to	  expect	  similar	  results	  or	  reactions	  to	  change.	  	  	  However,	   the	   wide	   array	   of	   organizations	   in	   the	   arts	   sector	   also	   questions	   the	  proposition	   that	   organizational	   cultures	   amongst	   them	   would	   have	   many	  similarities.	  The	  arts	  and	  culture	  sector	  in	  America	  includes	  organizations	  classified	  under	   amusement	   and	   recreation,	   performing	   arts,	   museums	   and	   historical	   sites,	  promoters	  and	  agents,	  spectator	  sports,	  gambling,	  and	  a	  small	  percentage	  of	  “other	  types	   of	   organizations”.	   In	   Europe,	   an	   ongoing	   debate	   seeks	   to	   identify	   the	   true	  meaning	   behind	   “cultural	   industries,”	   also	   a	   rather	   confusing	   concept.	   Given	   the	  differences	   in	   structure,	   one	   can	   suspect	   an	   array	   of	   different	   organizational	  cultures.	   This	   becomes	   even	   clearer	   when	   studied	   at	   the	   micro-­‐level,	   involving	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dimensions	   of	   organizational	   culture	   such	   as	   control	   levels,	   system	   type,	   and	  processes.	   But,	   in	   hopes	   of	   finding	   a	  more	   systematic	   approach	   to	  mergers	   in	   the	  arts	   sector	  or,	   at	   the	   least,	  proposing	  viable	   solutions,	  one	  must	  also	   take	   the	   risk	  and	  affirm	  that	  certain	  characteristics,	  similarities,	  or	  potentially	  “more	  mergeable”	  cultures	  would	  yield	  a	  greater	  propensity	  for	  merger	  success.	  	  	  	  	  	  
The	  Multifaceted	  Nature	  of	  Organizational	  Culture	  	  I	  have	  considered	  organizational	  culture	  to	  this	  point	  as	  defining	  the	  organization	  as	  a	   whole.	   It	   is	   important	   to	   realize	   that	   every	   organization	   may	   be	   the	   home	   of	  several	   cultures	   with	   different	   levels	   of	   influence,	   implying	   the	   concept	   of	  multiplicity.	  Typically,	  however,	  a	  dominant	  culture	  will	  define	  the	  core	  values	  and	  norms	   embraced	   by	   the	   majority	   of	   the	   organization’s	   members.	   But	   it	   is	   not	  unlikely	   that	   subdivisions	  of	   the	  organization	  would	  have	   their	  own	  cultures.	   In	   a	  large	   theater,	   for	   example,	   employees	   of	   the	   administration	  may	   have	   a	   different	  culture	  from	  the	  actors’	  group.	  In	  the	  event	  of	  a	  change	  such	  as	  a	  merger,	  this	  will	  likely	   cause	  a	   lag	   in	   the	   response	   to	   the	   change	  and	   less	  manageable	  negotiations	  with	  very	  different	  expectations.	  On	  an	  individual	  level,	  every	  employee	  also	  comes	  with	  his	  or	  her	  own	  culture	  that	  may	  be	  a	  good	  fit	  or	  not	   for	  the	  organization	  and	  will	  definitely	  influence	  the	  overall	  culture	  on	  a	  micro-­‐level.	  	  In	  summary,	   it	   is	  especially	   important	   to	   fully	  understand	  the	  extent	  of	   the	  nature	  and	   implications	   of	   organizational	   culture(s)	   on	   behaviors,	   interactions,	   types	   of	  decisions	  made,	  policies,	  procedures,	  and	   reactions	   to	   change.	  Cultural	  differences	  are	   deeply	   anchored	   at	   the	   core	   of	   an	   organization	   and	   adopted	   over	   a	   period	   of	  time	  by	  employees.	  Dismissing	   the	   importance	  of	  deep-­‐rooted	   cultural	  differences	  under	   the	   argument	   of	   superficial	   homogeneity	   (similar	   products,	   services,	  structure)	   can	   be	   devastating.	   Organizational	   culture	   should	   be	   a	   subject	   of	   due	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diligence	   and	   be	   constantly	   monitored,	   and	   a	   merge	   between	   cultures	   should	   be	  adequately	  planned.	  	  	  
A	  CLEAR	  SENSE	  OF	  MERGERS	  IN	  THE	  ARTS	  SECTOR	  	  The	  concept	  of	  mergers	   in	  the	  non-­‐profit	  sector	  remains	  unclear.	  Golensky	  and	  De	  Ruiter	  (1999,	  2002)	  define	  mergers	  in	  the	  non-­‐profit	  context	  “as	  the	  result	  of	  two	  or	  more	  organizations	  to	  combine	  their	  operations	  in	  a	  permanent	  relationship.”	  This	  simple	   definition	  —	   although	   making	   a	   clear	   picture	   of	   permanent	   relationships	  between	   board,	   staff,	   and	   physical	   facilities	   —	   does	   not,	   however,	   clarify	   the	  distinction	   between	   mergers	   and	   acquisitions	   where	   the	   latter	   defines	   a	   larger	  organization	  typically	  absorbing	  a	  smaller	  organization	  in	  a	  unilateral	  process.	  	  In	   The	   Nonprofits	   Mergers	   Workbook,	   La	   Piana	   provides	   a	   “Comparison	   Chart	   of	  Business	  and	  Nonprofit	  Mergers,”	  which	  is	  reproduced	  here:	  
 BUSINESS	   NONPROFIT	  MOTIVATIONS	   Raise	  share	  values	  Increase	  profitability	  Access	  a	  larger	  market	  Improve	  competitiveness	  Acquire	  talented	  staff	  Access	  new	  technology	  Access	  capital	  	  
Stronger	   financial	  position;	   forestall	  financial	  collapse	  Better	   serve	   community;	  accomplish	   mission	   more	  effectively	  Access	  a	  larger	  market	  Improve	  competitiveness	  Acquire	  talented	  staff	  Access	  new	  programs	  Access	   capital,	   contracts	  or	  funding	  sources	  AUTHORITY	   Board	   Board	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Chief	  Executive	  Officer	  Shareholders	   Executive	  Director	  Members	   (in	   some	  nonprofits)	  MONEY	   Fortune	  to	  be	  made	  	  Golden	  parachutes	   No	  personal	  gain	  REGULATION	   Justice	  Department	  Securities	   Exchange	  Commission	  
State	   Attorney	   General	   or	  Secretary	  of	  State	  Internal	  Revenue	  Service	  HOW	  IT	  HAPPENS	   Acquire	  outstanding	  stock	  Exchange	  stock	  Acquire	  assets	  
Voluntary	  agreement	  Exchange	  board	  members	  Acquire	  assets	  	  For	  the	  purpose	  of	  this	  research,	  we	  will	  then	  make	  the	  assumption	  that	  mergers	  in	  the	  non-­‐profit	   sector	  offer	  no	   financial	   compensations	  and	  will	   thus	  be	  seen	  as	  an	  alliance	   between	   two	   equal	   partners,	   where	   management,	   board,	   finances,	   and	  human	   resources	   decisions	   remain	   balanced	   between	   the	   two	   (or	   more)	   entities	  through	   cooperation	   and	   common	   consultation	   towards	   the	   completion	   of	   a	  common	  goal.	  We	  will	   attempt	   to	  better	  understand	   the	   impacts	  of	  organizational	  culture(s)	   throughout	   the	   merger	   process	   and	   try	   to	   foresee	   the	   positive	   and	  negative	   effects	   of	   management	   practices.	   Mergers	   not	   only	   require	   effective	  management	  and	  adequate	  implementation	  strategies	  but	  also	  are	   likely	  to	  greatly	  affect	  the	  degree	  of	  autonomy	  of	  each	  partner.	  This	  is	  often	  questioned	  and	  seen	  as	  reluctantly	   accepted	   (if	   ever	   accepted)	   in	   the	   arts	   sector.	   There	   is	   a	   sense	   of	  proudness	   rarely	   abandoned,	   which	   is	   often	   an	   obstacle	   to	   any	   partnership	  opportunities.	  	  The	   potential	   benefits	   of	   mergers	   include	   more	   efficient	   use	   of	   resources;	   the	  opportunity	   to	   share	   knowledge	   and	   expertise;	   the	   opportunity	   for	   expansion	   or	  addition	   of	   new	   services;	   a	   stronger	   strategic	   positioning	   with	   clients,	   funders,	  competitors,	  and	  policymakers;	  job	  retention;	  and	  stronger	  board	  and	  management	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positioning	   for	   future	   recruitment.	   With	   these	   promising	   outlooks	   for	   the	   future,	  mergers	   often	   become	   the	   strategic	   restructuring	   tool	   of	   choice	   for	   upper	  management	   and	   board	   members,	   often	   without	   consideration	   for	   alternative	  restructuring	  options	  or	  possible	  closure.	  Decisions	  to	  merge	  are	  mostly	  taken	  and	  encouraged	  at	  a	  micro-­‐level	  that	  doesn’t	  always	  find	  resonance	  at	  the	  macro-­‐level	  at	  a	  later	  date.	  	  One	  of	  the	  most	  common	  concerns	  related	  to	  mergers	  in	  the	  arts	  sector	  is	  the	  fear	  of	  mismatch	  and	  suspicion	  towards	  the	  other	  culture(s).	   	  When	  considering	  partners,	  organizations	   should	   systematically	   evaluate	   the	   current	   culture(s)	   and	  subculture(s)	   at	   play	   in	   the	   potential	   partner.	   In	   the	   arts	   sector,	   ironically,	   trust	  issues	   are	   often	   brought	   up,	   as	   arts	   organizations	   relate	   to	   a	   strong	   sense	   of	  community	  among	  other	  groups,	  creating	  a	  feeling	  of	  unity	  on	  a	  local,	  regional,	  and	  even	  national	  basis.	  As	  the	  sector	  has	  grown,	  negative	  experiences	  and	  history	  have	  sometimes	   forged	   relationships,	   leaving	   low	   levels	   of	   trust.	   When	   considering	   a	  merge,	   the	  willingness	   to	  work	   together	  and	   forge	  a	   common	  vision	   is	  paramount	  and	  may	   supersede	   the	   importance	   of	   usable	   skills	   and	   resources	   to	   validate	   the	  decision	  to	  merge.	  Like	   any	   other	   major	   change	   process,	   “Mergers	   threaten	   autonomy,	   which	   is	   the	  lifeblood	   of	   most	   nonprofit	   organizations”	   (La	   Piana).	   Leaders	   in	   the	   arts	   sector	  often	  feel	  a	  strong	  sense	  of	  ownership,	  and	  most	  “impasses	  in	  merger	  negotiations	  can	  be	   traced	   to	   inadequate	  attention	   to	   this	   emotional,	   and	  potentially	  explosive,	  issue”	  (La	  Piana).	  	  Strategic	  planning	  and	  due	  diligence	  must	  include	  environmental	  and	  organizational	  assessments	  that	  clarify	  the	  status	  of	  the	  organization	  as	  well	  as	  the	  sector.	  To	  fully	  understand	   an	   organization	   and	   its	   culture	   is	   to	   see	   it	   as	   an	   “adaptive	   system	  created	   and	   maintained	   through	   exchange	   with	   the	   environment”	   (Mohan).	   A	  superior	  knowledge	  of	   the	  expected	  behaviors	  of	   the	  organizations	  will	  define	   the	  broad	   strategic	   goals	   underlying	   the	  merger,	   as	  well	   as	   a	   good	   sense	   of	   potential	  success	  in	  achieving	  the	  mission	  of	  the	  emerging	  organization.	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According	   to	   Yankey,	   Jacobus,	   and	  Koney,	   criteria	   for	   selecting	   a	  merging	   partner	  include:	   1)	   similar	   mission	   and	   values;	   2)	   consistent	   vision	   for	   the	   future;	   3)	  sufficiently	  large	  size	  to	  predict	  long-­‐term	  survival;	  4)	  board	  and	  staff	  compatibility;	  and	  5)	  staff	  job	  protection.	  Once	  a	  potential	  partner	  is	  identified,	  the	  definition	  of	  a	  possible	  structure	  and	  a	  clear	  goal	  to	  be	  achieved	  through	  the	  merger	  with	  defined	  opportunities	  for	  both	  parties	  needs	  to	  be	  addressed.	  To	  these	  criteria,	  one	  should	  add	  a	  thorough	  assessment	  of	  organizational	  culture(s)	  and	  history,	  as	  well	  as	  main	  forces	  and	  understandings.	  	  In	  her	  study	  of	  organizational	  paradigms,	  Mohan	  proves	  that	  employee	  roots	  within	  organizations	   are	   deeper	   than	   often	   cited	   and	   create	   assumptions	   and	   behaviors	  that	   are	   not	   unique	   to	   a	   single	   organizational	   context.	   Mohan	   metaphorically	  describes	   several	   culture	   traits	   in	   her	   book,	   Organizational	   Communication	   and	  
Cultural	  Vision	  (1993):	   “…	  The	  Family	  culture	  was	  seen	  by	  employees	  as	  a	   ‘home’,	  ‘team’,	   ‘womb’	   and	   the	   leaders	   in	   the	   Family	   culture	   were	   characterized	   as	  ‘nurturers’,	   ‘friends’,	   ‘siblings’	   or	   ‘coaches’	   and	   food	   rituals	   assumed	   importance.”	  With	   numerous	   different	   elements,	   a	   ‘Cabaret	   culture’	   resembled	   a	   well-­‐choreographed	   ‘ballet,’	   ‘circus,’	  or	   ‘Broadway	  show,’	  with	  a	   ‘master	  of	   ceremonies’	  or	  ‘ring	  master’	  in	  charge.	  	  The	  driving	   forces	   in	  a	   strategic	   alliance	   in	   the	  arts	   sector	  are	  broadly	   recognized	  under	   the	   following	   categories:	   environmental,	   programmatic,	   managerial,	   and	  financial.	   Once	   feasibility	   is	   evaluated,	   the	  merger	  must	   have	   a	   strategic	   rationale	  considering	   risks	   and	   opportunities	   and	   long-­‐range	   vision	   with	   respect	   for	  organizational	   and	   artistic	   values.	   This	   should	   define	   the	   reasons	   for	   moving	  forward	  with	  the	  merging	  process.	  	  	  
Organizational	  Culture(s)	  and	  Mergers	  	  Mergers	  in	  the	  non-­‐profit	  sector	  are	  anticipated	  as	  mutually	  beneficial	  relationships	  used	   as	   vehicles	   to	   better	   position	   products	   and	   services	   and	   enhance	   growth	   to	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achieve	  ongoing	  success	  for	  each	  of	  the	  partners.	  However,	  the	  process	  of	  merging	  also	   requires	   the	   new	   partners	   to	   relinquish	   a	   part	   of	   their	   prior	   autonomy	   and	  establish	  a	  new	  common	  identity.	  Focusing	  exclusively	  or	  predominantly	  on	  a	  single	  goal,	   such	   as	   a	   possible	   increase	   in	   income	  or	   lowering	   costs,	   often	   causes	   tunnel	  vision,	  which	   prevents	   the	   parties	   from	   addressing	   the	  many	   factors	   that	  may	   be	  causing	  the	  escalating	  problems.	  	  	  According	   to	   Yankee,	   Wester	   Jacobus,	   and	   McNally	   Koney,	   “The	   more	   autonomy	  organizations	  give	  up,	  the	  greater	  the	  perceived	  risks	  related	  to	  the	  loss	  of	  the	  prior	  identity,	   visibility,	   policy	   setting,	   personnel,	   financial,	   management	   and	  governance.”	  The	  direct	  effects	  of	  the	  perceived	  risks	  tend	  to	  obscure	  the	  mutuality	  of	   the	   benefits	   and	   grow	   discontent.	   A	   merged	   organization	   that	   loses	   more	  significant	  resources	  through	  the	  process	  of	  merging	  than	  its	  partner	  may	  be	  more	  prone	  to	  experience	  negative	  drawbacks,	  employee	  dissatisfaction,	  and	  inequality	  or	  perception	  thereof,	  which	  will	  impact	  the	  general	  outcomes	  of	  the	  merger.	  	  Indeed,	   due	   diligence	   and	   feasibility	   studies	   do	   not	   necessarily	   take	   into	  consideration	  the	  culture	  of	  each	  organization	  merging,	  often	  leading	  to	  disastrous	  situations	   during	   significant	   change.	   According	   to	   Silverman:	   “Members	   of	   any	  culture	  are	  unable	  to	  identify	  with	  any	  kind	  of	  clarity	  the	  navigational	  paths	  through	  the	   barriers	   that	   enables	   for	   the	   achievement	   of	   substantive	   change.”	   Even	   with	  merging	  companies	  in	  the	  same	  industry	  and	  with	  numerous	  similarities,	  there	  can	  be	  significant	  cultural	  differences.	  When	  the	  merger	  process	  fails,	  employees	  often	  refer	   to	   frustration,	   anger,	   and	  confusion	  due	   to	   the	  mishandling	  of	  people	   issues.	  For	  example,	  this	  occurs	  when	  “…a	  loosely	  managed,	  highly	  individualistic	  firm	  has	  a	  wrenching	   adjustment	   process	   once	   it	   weds	   into	   a	   bureaucratic	   and	   highly	  structured	  organization”	  (Silverman).	  Organizational	  culture	  is	  proper	  to	  each	  organization	  and	  defines	  “tradition	  and	  the	  nature	   of	   shared	   beliefs	   and	   expectations	   about	   organizational	   life”	   (Buono,	  Bowditch).	  In	  the	  case	  of	  a	  merger,	  two	  or	  more	  entities	  are	  forced	  to	  come	  together	  to	  adopt	  a	  new	  vision,	  outline	  a	  new	  culture,	  and	  formulate	  a	  new	  language	  that	  will	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enable	  them	  to	  pursue	  shared	  goals	  with	  enhanced	  resources.	  Similarities	  between	  the	   entities	   do	   not	   give	   enough	   insight	   on	   underlying	   cultures	   that	  may	   threaten	  their	  integration,	  and	  it	  is	  often	  during	  or	  after	  the	  merging	  process	  that	  difficulties	  truly	  arise.	   In	  practice,	  merging	   two	  or	  more	  boards	  or	  rewriting	  bylaws	  can	  pose	  numerous	  hurdles	  to	  overcome	  while	  also	  galvanizing	  tensions.	  	  In	   fact,	   it	   is	   often	   difficult	   to	   foresee	   the	   scope	   of	   the	   issues	   before	   employees	  experience	   the	   effects	   of	   implementation	   and	   start	   living	   in	   a	   new	   environment.	  	  According	   to	  Buono	  and	  Bowditch,	   organizational	   culture	   can	   follow	   four	   types	  of	  transformation	   through	   a	   merger	   process:	   1)	   cultural	   pluralism;	   2)	   cultural	  blending;	  3)	  cultural	  takeover;	  and	  4)	  cultural	  resistance.	  	  Cultural	   pluralism	   as	   a	   form	   of	   implementation	   offers	   maximum	   flexibility	   for	  organizations	   to	  operate	  autonomously.	  This	  strategy	  permits	  appreciation	   for	   the	  characteristics	   of	   each	   entity	   and	   is	  more	   typical	   of	   an	   alliance	  of	   partners	   than	   a	  desire	  to	  merge.	  Within	  the	  context	  of	  a	  shared	  growth	  strategy,	  cultural	  diversity	  is	  tolerated,	  and	  subgroups	  are	  allowed	   to	  exist.	  This	   implementation	  style	  has	  been	  criticized,	   though,	   due	   to	   a	   lack	   of	   organizational	   synergies	   and	   problems	  encountered	  when	   seeking	   economies	   of	   scale,	   as	  merging	   entities	   remain	  mostly	  unchanged.	  	  Cultural	   blending	   seeks	   to	   “create	   a	   unified	   culture	   from	   the	   assimilation	   of	  previously	  distinct	  cultures”	  (Buono,	  Bowditch).	  To	  be	  successful,	  the	  strengths	  and	  weaknesses	   of	   each	   entity	   must	   be	   thoroughly	   assessed,	   with	   focus	   put	   on	   the	  strengths.	  In	  order	  to	  avoid	  confusion	  and	  identity	  crisis,	  focus	  and	  communications	  must	   be	   fluid	   and	   constant.	   This	   technique	   can	   suffer	   from	   “ego	   trips”	   and	  dominance	   over	   interactions.	   This	   type	   of	   approach	   suggests	   equal-­‐force	   entities	  and	  is	  often	  deemed	  more	  credible	  in	  the	  arts	  sector,	  where	  the	  basis	  of	  the	  merger	  does	  not	  rely	  on	  financial	  gains.	  Unfortunately,	  the	  arts	  sector	  may	  not	  use	  money	  as	  stakes	  but	  may	  be	  subject	  to	  similar	  problems	  due	  to	  egos,	  reputation,	  etc.	  	  Cultural	  takeover	  requires	  the	  replacement	  of	  the	  distinctive	  merging	  cultures	  with	  the	   dominant	   culture.	   This	   scenario	   requires	   strong	   leadership	   and	   assertive	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management	   to	   deal	   with	   short	   and	   long-­‐term	   employee	   crises	   and	   high	   risks	   of	  confusion	   and	   concerns.	   It	   is	   likely	   to	   be	  more	   strongly	   felt	   in	   organizations	   that	  experienced	  high	  levels	  of	  autonomy	  prior	  to	  the	  merge.	  In	  these	  cases,	  employees	  are	   likely	  not	  controlled	  by	  an	  overarching	  or	  overseeing	  structure	  and	  may	  rebel,	  lose	   interest,	  disengage,	  or	   fail	   to	   find	   their	  places	   in	   this	  new	  environment.	  Small	  organizations	   that	   are	   purchased	   by	  much	   larger	   ones	   often	   find	   their	   employees	  estranged	  to	  the	  newly	  formed	  organization.	  	  	  	  Finally,	   mergers	   often	   result	   in	   severe	   culture	   shock	   due	   to	   cultural	   resistance.	  Symptoms	   of	   opposition	   to	   the	   new	   organizational	   culture	   cause	   high	   levels	   of	  turnover,	   loss	   of	   market-­‐share,	   dissatisfaction	   among	   employees,	   and	   a	   failure	   to	  achieve	   operational	   synergy	   and	   strategic	   goals.	   Unfortunately,	   “culture	   clash”	   is	  often	  overlooked	  in	  the	  strategic	  planning	  and	  due	  diligence	  phases	  and	  results	  in	  a	  lack	  of	  understanding	  and	  attention	  when	  crisis	  arises:	   “As	  strategic,	   financial	  and	  operational	   concerns	   dominate	   acquisition	   integration	   efforts,	   cultural	   differences	  between	   the	   firms	   undermine	   much	   of	   what	   the	   acquiring	   firm	   is	   attempting	   to	  accomplish”	   (Buono	   and	   Bowditch).	   Unanticipated	   cultural	   conflicts	   can	   often	  precipitate	   severe	   conflicts	   between	  merging	   partners,	   mounting	   stress,	   a	   lack	   of	  interest	  and	  engagement	  among	  employees,	  rapidly	  decreasing	  effectiveness,	  and	  a	  decline	  in	  the	  overall	  health	  of	  the	  organization.	  	  	  The	  integration	  of	  organizational	  cultures	  is	  a	  long	  and	  complex	  process	  that	  needs	  to	   be	   initiated	   from	   the	   moment	   of	   planning	   a	   merger	   and	   may	   still	   need	   to	   be	  addressed	   up	   to	   one	   year	   after	   the	   merger	   has	   occurred.	   Different	   steps	   can	  facilitate	   the	  merger	   of	   cultures:	   “1)	   Include	   representatives	   from	  all	   levels	   of	   the	  organization	   in	   conversations	   about	   this	   issue	   and	   keep	   staff	   and	   stakeholders	  informed	  about	  the	  merger	  process;	  2)	  Devote	  time	  during	  the	  planning	  process	  to	  identifying	  potential	  obstacles	   that	  might	  arise	  when	   the	  partnering	  organizations	  start	  operating	  as	  one;	  3)	  Try	  to	  anticipate	  the	  reactions	  of	  the	  staff,	  consumers	  and	  other	  stakeholders	  to	  minimize	  the	  risks	  of	  stumbling	  blocks;	  4)	  Do	  not	  expect	  the	  new	   organization	   to	   feel	   like	   a	   cohesive	   entity	   on	   the	   day	   the	   merger	   becomes	  effective”	   (Yankey,	   Jacobus,	  Koney).	  A	   successful	   integration	  will	   show	  advantages	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for	   each	   of	   the	   merging	   entities,	   and	   trust	   will	   build	   over	   time,	   as	   obstacles	   are	  overcome	   and	   milestones	   reached	   on	   a	   united	   front	   and	   with	   attention	   given	   to	  clear	  communication	  strategies	  at	  all	  level	  of	  the	  organization,	  as	  well	  as	  a	  focus	  on	  mission.	  	  	  
IMPACTS	  OF	  ORGANIZATIONAL	  CULTURE(S)	  ON	  THE	  MANAGEMENT	  OF	  MERGERS	  IN	  THE	  
ARTS	  SECTOR	  	  
Preparing	  to	  Merge	  	  As	  growing	  competition	  and	  new	  market-­‐based	  environments	  continue	  to	  increase	  the	  pressure	  for	  organizational	  partnerships,	   it	   is	  paramount	  to	  address	  one	  of	  the	  biggest	  obstacles	  of	  merging	  two	  organizations	  —	  organizational	  culture.	  Indeed,	  current	  literature	  on	  mergers	  tends	  to	  convey	  that	  failing	  mergers	  all	  point	  to	  organizational	  culture	  and	  cultural	  leadership	  issues:	  “…failure	  is	  often	  due	  to	  the	  ‘people’	  side	  of	  the	  deal,	  and	  it	  occurs	  as	  a	  result	  of	  the	  change	  in	  dynamics	  created	  by	  the	  merger”	  (Herndon).	  Also	   known	   as	   “culture	   clash,”	   such	   issues	   involve	   identity,	   communication	  problems,	   human	   resources	   problems,	   and	   inter-­‐group	   conflicts.	   These	   fall	   under	  the	   category	   of	   “cultural	   differences’’.	   When	   a	   major	   change	   occurs	   or	   when	  employees	   become	   aware	   of	   a	   possible	   merger,	   it	   is	   likely	   to	   cause	   them	   to	   feel	  threatened.	   If	   a	   good	   rationale	   for	   making	   operational	   changes	   is	   not	   offered,	  resistance	  to	  change	  will	  build,	  and	  interest	  in	  “making	  the	  deal”	  will	  plummet.	  	  Culture	   may	   encompass	   a	   number	   of	   different	   aspects	   related	   to	   organizations.	  Some	  of	  these	  aspects	  include	  values,	  mores,	  traditions,	  style,	  decision-­‐making,	  and	  more.	  When	  a	  process	  fails	  due	  to	  organizational	  culture(s),	  reasons	  for	  failure	  often	  involve	   such	   areas	   as	   “failures	   in	   communication,	   divergence	   of	   objectives,	  differences	   in	   business	   models,	   political	   rivalries,	   and	   clashes	   of	   ego”	   (Habeck,	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Kroger,	  Tram).	  For	  a	  merger	  process	  to	  succeed,	  the	  organizational	  culture(s)	  of	  the	  merging	   entities	   must	   be	   defined,	   issues	   assessed	   and	   articulated,	   and	   practical	  strategies	   implemented,	   as	   well	   as	   goals	   and	   objectives	   established.	   Management	  personnel	  must	   be	  willing	   to	   assess	   a	  wide	   range	   of	   external	   and	   internal	   factors	  that	  may	  affect	  the	  short	  and	  long-­‐term	  results	  of	  the	  merger	  process,	  in	  addition	  to	  internal	  processes.	  	  Organizational	  culture	  is	  developed	  over	  time	  by	  the	  people	  inside	  the	  organization	  and	  particularly	  defined	  by	  its	  leaders.	  In	  that	  sense,	  there	  may	  be	  several	  layers	  of	  development	   and	   multiple	   influences	   defining	   the	   vision	   and	   contributions	   of	  numerous	  leaders.	  A	  shift	  in	  organizational	  culture	  will	  therefore	  take	  time.	  When	   a	   culture	   or	   vision	   starts	   with	   a	   founder,	   it	   may	   also	   have	   a	   single	  development	   line	   based	   on	   a	   founder’s	   vision	   and	   his	   or	   her	   goals,	   objectives,	  commitment,	   personal	   growth,	   and	   the	   effects	   of	   exterior	   forces	   over	   time.	   This	  concept	   is	   explained	   by	   the	   tendency	   of	   employees	   and	   managers	   to	   follow	   the	  example	  of	  their	  leaders,	  as	  well	  as	  the	  tendency	  of	  leaders	  to	  incarnate	  “heroes”	  of	  the	   company	   whose	   success	   is	   imitated	   to	   produce	   similar	   results.	   When	   these	  “heroes”	   react	   negatively	   to	   change,	   employees	   mimic	   negative	   behaviors	   and	  become	  wary	  of	  more	  “surprises”.	  As	  trust	  levels	  are	  significantly	  lowered,	  they	  will	  adopt	  self-­‐protective	  behaviors,	  resulting	   in	  hidden	  agendas	  that	   lead	  to	  behaviors	  based	   on	   emotions	   and	   obscure	   motives	   and	   fewer	   based	   on	   logic	   and	   rational	  thoughts.	  This	  negative	  progression	  disrupts	  the	  current	  adjustment	  to	  life	  and	  may	  be	  followed	  by	  regressive	  acts	  such	  as	  withdrawal	  or	  emotional	  detachment.	  	  	  Organizational	  culture	  is	  built	  as	  employees	  learn	  to	  function	  and	  to	  adopt	  the	  rules	  of	  their	  organization.	  A	  series	  of	  unspoken	  “contracts”	  defines	  their	  actions	  by	  giving	  a	   set	   of	   parameters	   for	   rewarded	   or	   sanctioned	   behaviors.	   Employees	   learn	   to	  comfortably	  navigate	  the	  waters	  and	  build	  a	  comfort	  zone	  in	  which	  they	  know	  what	  actions	  are	  expected	  of	  them	  and	  what	  can	  be	  expected	  in	  return	  for	  these	  actions.	  	  When	   a	  major	   change	   occurs,	   such	   as	   a	  merger,	   these	   unspoken	   contracts	   are	   no	  longer	   valid,	   and	   employees	   often	   feel	   betrayed	   and	   lost	   without	   clear	   rules	   of	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conduct.	   Changing	   organizational	   cultures	   takes	   time	   and	   strong	   leadership:	   “It	  requires	   consistent	   symbolic	   demonstration	   by	   leadership	   of	   the	   new	   rules	   and	  priorities,	   constant	   communication	   and	   reinforcement…wholesale	   replacement	   of	  the	   cultural	   ‘currency’	   of	   systems,	   procedures,	   and	   symbols”	   (Habeck,	   Kroger,	  Tram).	  	  The	  success	  of	  a	  merger	  will	  depend	  highly	  on	  the	  capacity	  of	  employees	  to	  adapt	  to	  different	  operating	  philosophies.	  When	  employees	  are	  unwilling	  or	  unable	  to	  abide	  to	  these	  new	  philosophies,	   they	  cause	  an	  obstruction	  and	  divert	   time	  and	  energy	   from	   the	  pursuit	   of	   the	   company’s	   objectives.	  The	   insurgents	  must	   change	  their	   attitudes	   and	   upgrade	   their	   work	   or	   be	   dismissed	   to	   avoid	   post-­‐merger	  opposition.	  	  It	  is	  unfortunate	  but	  not	  uncommon	  that	  the	  implications	  that	  culture	  poses	  is	  often	  overlooked	  in	  the	  planning	  process	  and	  takes	  over	  the	  positive	  presumed	  results	  of	  the	  merger	  process	  by	   creating	  a	  new	  set	  of	  previously	  nonexistent	  difficulties.	   In	  that	   sense,	   more	   time	   and	   energy	   should	   be	   devoted	   to	   an	   analysis	   of	   how	   the	  organizations	  can	  be	  combined.	  Too	  often,	   if	  an	  analysis	   is	   conducted,	   it	   results	   in	  top	   management’s	   selling	   the	   proposition	   as	   a	   “win-­‐win”	   situation,	   without	  consideration	   for	   the	   lower	   ranks	   of	   the	   organization	   or	   thought	   of	   an	   effective	  communication	   plan.	   Teaching	   and	   training,	   as	  well	   as	   time,	   should	   be	   allotted	   to	  help	  organize	  and	  restructure	  alignment	  with	  the	  new	  culture.	  	  As	   tension	   rises,	   stakeholders	   face	   unsatisfying	   results,	   and	   organizations	   fail	   to	  reach	   expectations,	   until	   finally	   “…when	   deals	   break	   down	   terminally,	   or	   trundle	  along	  in	  a	  state	  of	  disharmony	  and	  inefficiency,	  observers	  will	  be	  quick	  to	  blame	  the	  financial	   or	   organizational	   structure…more	   often	   than	   not,	   the	   root	   cause	   of	   the	  problem	   is	   a	   failure	   to	   account	   adequately	   for	   the	   human	   factor	   and	   the	   hidden	  dimension	  that	  is	  culture”	  (Gancel,	  Rodgers,	  Raynaud).	  	  
Direct	  Impacts	  	  
Mélanie	  Grenier	  
	   30	  
Following	   a	   merger	   process,	   many	   organizations	   face	   “decreased	   organizational	  satisfaction	  and	  commitment,	  increased	  turnover	  and	  absenteeism,	  power	  struggles	  among	  those	  managers	  who	  stay,	  and	  poorer	  job-­‐related	  attitudes	  and	  performance	  for	  a	  significant	  proportion	  of	  the	  new	  firm’s	  work	  force”	  (Buono	  and	  Bowditch).	  Unfortunately,	   most	   are	   not	   prepared	   nor	   have	   the	   tools	   to	   solve	   these	   types	   of	  human	   resources	   issues	   and	   fail	   to	   efficiently	   resolve	   them.	  The	   failure	   to	   foresee	  these	  issues	  in	  most	  cases	  seems	  to	  find	  its	  causes	  in	  neglecting	  to	  take	  into	  account	  the	   present	   set	   of	   relevant	   attitudes,	   values,	   and	   behaviors	   of	   the	   merging	  organizations.	   A	   change	   in	   standards	   often	   causes	   confusion.	   Some	   people	   do	   not	  know	   how	   to	   change	   or	   know	  which	   changes	   are	   required	   and	   fear	   they	   will	   be	  judged	  according	  to	  the	  new	  standards.	  Effects	  of	  a	  poorly	  managed	  merger	  include	  self-­‐preservation,	  living	  with	  the	  status	  quo,	  and	  less	  team	  play,	  with	  an	  overall	  drop	  in	  performance.	  The	  inability	  to	  integrate	  the	  different	  cultures	  of	  the	  merging	  entities	  has	  revealed	  high	   levels	  of	   failure	   to	   reach	   the	  goals	  and	  objectives	  of	  mergers	   in	   the	   for-­‐profit	  and	  non-­‐profit	  worlds.	  Too	  often,	  the	  goals	  of	  the	  merger	  and	  the	  direction	  to	  take	  are	  not	  communicated	  effectively,	  and	  mixed	  messages	  are	  sent	  out.	  Employees	   can	   even	   feel	   blindsided	  by	   the	   announcement	   of	   a	  merger,	   leading	   to	  high	   levels	   of	   stress,	   numerous	   ambiguities,	   loss	   of	   concentration,	   concern	   for	  career,	   or	   fear	   of	   consolidations	   or	   layoffs,	   which	   builds	   into	   an	   atmosphere	   of	  resistance	  and	  a	   longing	   for	   the	  comfort	  of	   the	  previous	  environment.	   It	   is	  vital	   to	  recognize	   that	   reaching	   merger	   goals	   depends	   entirely	   on	   communication	   and	  commitment	   to	   a	   clear	   and	   concise	   message	   that	   should	   be	   relayed	   consistently,	  firmly,	  and	  honestly	  to	  all	  employees	  efficiently	  and	  repetitively	  during	  the	  process.	  Through	   clear	   communication,	   leaders	   of	   the	  merger	   process,	   as	   long	   as	   they	   are	  committed	  and	  honest,	  will	  enable	  the	  creation	  of	  a	  shared	  vision	  and	  the	  desire	  for	  people	  to	  act	  upon	  it.	  	  Communication	  of	  a	  new	  vision	  should	  especially	  be	  reinforced	  after	  the	   launch	  of	  the	  newly	  formed	  organization,	  to	  avoid	  clan	  conflicts	  when	  problems	  arise.	  Without	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a	   clear	   understanding	   of	   goals	   and	   vision,	   there	   will	   be	   a	   tendency	   to	   blame	   the	  merger	   as	   the	   root	   of	   all	   wrongs,	   enabling	   individuals	   within	   the	   organization	   to	  avoid	  responsibility	  and	  further	  promote	  self-­‐preservation	  strategies.	  	  Any	  major	  organizational	  change	  will	  directly	  affect	  all	  levels	  of	  employees.	  Among	  the	   direct	   impacts	   of	   mergers,	   psychological	   impacts	   rank	   as	   one	   of	   the	   most	  insidious.	  When	  word	  of	  a	  merger	  gets	  out,	  there	  is	  a	  direct	  and	  measurable	  impact	  on	  employee	  attitudes,	  feelings,	  and	  work	  behavior,	  as	  they	  adapt	  to	  a	  variety	  of	  new	  organizational	   realities.	   Often,	   employees	   in	   lower	   ranks	   have	   had	   little	   to	   no	  involvement	   in	   the	   change	   and	   are	   blindsided	   by	   the	   news	   of	   a	   major	  reorganization.	   Reactions	   may	   be	   openly	   opposing	   to	   the	   change	   or	   of	   an	  unconscious	   nature	   that	   is	   more	   passive,	   displaying	   signs	   in	   morale,	   turnover	  statistics,	  and	  lack	  of	  productivity	  and	  engagement.	  	  Psychological	   impacts	  directly	   affect	  poor	   employee	  behavior.	  Dynamics	   following	  the	   merger	   include	   ambiguity,	   a	   weakening	   of	   trust	   levels,	   and	   self-­‐preservation	  strategies.	   As	   self-­‐preservation	   sets	   in,	   so	   do	   concerns	   regarding	   professional	  insecurities,	   stress,	   and	   fear,	   damaging	   productivity.	   Employees	   become	   angry,	  morale	  and	  attitudes	  are	  corrupted,	  and	  the	  negative	  mindset	  slowly	  takes	  over	  the	  new	   organization.	   At	   the	   expense	   of	   the	   organizational	   good,	   self-­‐preservation	  becomes	   widespread	   and	   cripples	   the	   new	   organization	   in	   the	   post-­‐merger	  environment.	  	  On	   the	   other	   hand,	   successful	   mergers	   display	   a	   quick	   reorganization.	   The	   new	  vision	  and	  culture	  are	  effectively	  communicated	  and	  take	  advantage	  of	  the	  synergy	  of	  the	  merger	  event.	  Priorities	  are	  set	  at	  the	  beginning	  of	  the	  process,	  and	  structures	  are	  put	   in	  place	   rapidly.	  They	  keep	   focus	  outward	   instead	  of	   inward	  and	  set	   clear	  goals	  and	  objectives	  that	  they	  follow.	  They	  “exploit	   instability	  and	  the	  upheaval	  by	  using	  the	  transition	  period	  as	  an	  opportunity	  to	  make	  the	  needed	  changes	  that	  may	  be	   entirely	   unrelated	   to	   the	   merger”	   (Pritchett,	   Robinson,	   Clarkson).	   Finally,	  successful	   mergers	   communicate	   high	   expectations,	   provide	   a	   clear	   sense	   of	  direction,	  take	  assertive	  viewpoints,	  offer	  employees	  a	  sense	  of	  ownership,	  provide	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parameters,	   and	   clarify	   responsibilities	   and	   working	   relationships	   as	   soon	   as	  possible.	  	  In	  preparation	   for	   a	  merger,	   cultural	   assessment	   is	   a	  necessary	   step	   in	   evaluating	  the	  cultural	  impacts	  of	  the	  change.	  Cultural	  assessment	  may	  be	  done	  by	  comparing	  different	  characteristics	  of	  the	  merging	  entities,	  such	  as:	  “democratic,	  bureaucratic,	  atmosphere	   of	   authority,	   open	   to	   change,	   traditional	   responsibility	   toward	  employees,	   team-­‐oriented	   co-­‐operative,	   hierarchical,	   high	   decision-­‐making	  transparency,	   international	   focus,	   departmental	   egoism,	   long-­‐term	   orientation”	  (Habeck,	  Kroger,	  Tram).	  When	  comparing	  different	  organizations,	  cultural	  gaps	  will	  reveal	  any	  potential	  for	  culture	  clash.	  	  Organizational	  culture	  has	  two	  major	  roles:	  maintaining	  internal	  health	  and	  defining	  and	   adapting	   strategies	   to	   the	   environment.	   According	   to	   Nahavandi	   and	  Malekzadeh,	  one	  of	  the	  essential	  aspects	  of	  culture	  is	  to	  “provide	  a	  clear	  and	  unique	  identity	  to	  members	  of	  an	  organization	  and	  a	  sense	  of	  family	  and	  belonging,	  which	  are	  essential	   factors	   in	  employee	  morale	  and	  satisfaction.”	   Strong	   identification	   to	  organizational	   culture	   is	   also	   a	   direct	   positive	   impact	   on	   employee	   commitment.	  When	  assessing	  possible	  partners	  for	  a	  merger,	  it	  is	  important	  to	  analyze	  the	  status	  of	  each	  organization.	  Organizations	   that	  are	  already	   in	   trouble	  and	   looking	   for	   the	  merger	   to	  alleviate	   financial	  woes	  and	  absence	  of	   leadership	  most	   likely	  also	  have	  current	   workforces	   characterized	   by	   passivity	   and	   inertia.	   In	   this	   situation,	  organizations	   are	   already	   failing	   to	   adopt	   the	   needed	   changes	   to	   succeed	   and	   are	  even	  less	   likely	  to	  deploy	  enough	  strategic	   forces	  and	  acclimatization	  skills	  to	   lead	  the	   merger	   process.	   The	   problems	   of	   two	   organizations	   can	   have	   the	   negative	  synergy	  equal	  to	  their	  potential.	  	  Aside	  from	  providing	  a	  clear	  sense	  of	  identity,	  organizational	  culture	  also	  provides	  the	  organization	  with	  a	  standard	  for	  decision-­‐making.	  When	  faced	  with	  a	  number	  of	  options,	   employees	   are	   able	   to	   determine	  what	   is	   acceptable	   by	   referring	   to	   their	  knowledge	   of	   the	   approved	   behaviors	   and	   standards.	   During	   a	   change	   process,	  employees	   become	   increasingly	   intolerant	   to	   risk-­‐taking	   and	   unwilling	   to	   take	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leadership	   roles,	   most	   often	   due	   to	   an	   unclear	   code	   of	   conduct	   and	   undefined	  references.	  A	  well-­‐established	  culture,	  however,	  provides	  stability	  and	  trust	  for	  the	  members	  of	  the	  organization.	  	  Culture	   also	   defines	   how	   an	   organization	  will	   adapt	   to	   change.	   By	   its	   nature,	   the	  organization	   first	   defines	   itself	   in	   its	   environment	   by	   positioning	   its	   services	   and	  products	  among	  its	  competitors.	  As	  time	  goes	  by,	  patterns	  in	  which	  the	  organization	  reacts	   to	   its	   environment	  will	   be	  defined	   through	  how	   it	   adapts	   to	   environmental	  changes.	   For	   example,	   an	   organization	   that	   has	   a	   culture	   of	   aggressive	   market	  behaviors	   will	   constantly	   adopt	   new	   strategies	   to	   gain	   market	   shares	   and	   create	  new	  opportunities,	  whilst	  an	  organization	  that	  is	  more	  averse	  to	  change	  will	  prefer	  to	  adopt	  conservative	  strategies.	  	  The	   effects	   of	   culture	   are	   largely	   attributable	   to	   the	   strength	   of	   a	   culture.	   This	   is	  defined	   by	   the	   number	   of	   members	   of	   the	   organization	   who	   adopt	   the	   shared	  beliefs,	   values,	   and	   assumptions	   of	   the	   culture,	   the	   clarity	   of	   the	   implicated	  assumptions	  of	  the	  culture,	  and	  whether	  these	  assumptions	  are	  held	  and	  defended	  closely.	  Factors	  such	  as	  number	  of	  employees,	  geographical	  dispersion	  of	  staff,	  and	  homogeneity	   of	   membership	   come	   into	   play.	   According	   to	   Nahavandi	   and	  Malekzadeh:	  “A	  smaller	  organization	  is	  likely	  to	  have	  a	  stronger	  structure,	  given	  that	  it	   is	   likely	   to	  be	  more	  homogeneous	  and	   therefore	   its	  members	  are	  more	   likely	   to	  share	  many	  assumptions	  and	  values.	  A	  strong	  culture	  that	  is	  resistant	  to	  change	  may	  be	  a	  serious	   impediment	   to	  a	  successful	  merger	  process	  and	  weaker	  cultures	  may	  have	  a	  better	  chance	  of	  success	  in	  times	  of	  turbulence	  where	  adaptation	  is	  key.”	  	  Recent	   studies	   have	   used	   acculturation	   as	   a	   “term	   to	   describe	   the	   process	   that	  occurs	   in	   both	   cultures	   as	   a	   result	   of	   contact”	   (Nahavandi	   and	  Malekzadeh).	   This	  concept	  applies	  to	  mergers	  in	  three	  stages:	  contact	  (pre-­‐	  and	  early	  merger),	  conflict	  (pre-­‐	   and	   during	  merger),	   and	   adaptation	   (based	   on	  mode	   of	   acculturation).	   The	  outcome	  of	  the	  process	  will	  depend	  on	  a	  number	  of	  factors,	  including	  the	  strength	  of	  each	  organizational	  culture,	  and	  is	  directly	  linked	  to	  the	  type	  of	  integration	  process	  adopted	  that	  determines	  the	  efforts	  put	  towards	  a	  specific	  end	  goal.	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Overall,	  it	  is	  important	  to	  remember	  that	  new	  environments	  call	  for	  new	  strategies,	  structures,	  managerial	  styles,	  and	  employee	  behaviors	  (Nahavandi	  and	  Malekzadeh)	  and	   that	   organizational	   culture	   will	   likely	   have	   to	   change	   to	   adapt	   to	   a	   new	  environment	   and	   vision.	   In	   that	   sense,	   different	   levels	   of	   adaptation	  will	   produce	  different	   levels	   of	   success	   in	   achieving	   the	   human	   side	   of	   the	  merger	   process.	   In	  short,	  effective	  planning	  and	  communication,	  early	  implication	  at	  all	  levels,	  realistic	  expectations,	   and	   rapid	   implementation	   are	   key	   factors	   in	   preventing	   negative	  outcomes.	  	  	  
RESEARCH	  IN	  THE	  FIELD	  	  To	   better	   understand	   the	   hypothesis	   put	   forth	   in	   the	   literature	   review,	   with	  concerns	   for	   organizational	   culture(s)	   and	   mergers	   in	   the	   arts	   sector,	   numerous	  interviews	  were	  conducted	  with	  leaders	  in	  the	  field	  over	  the	  course	  of	  six	  months.	  These	  interviews	  permitted	  a	  better	  understanding	  of	  the	  realities	  and	  challenges	  of	  leading	  an	  arts	  organization	  through	  a	  merger	  process.	  	  As	  I	  have	  previously	  mentioned,	  the	  merger	  process	  in	  itself	  is	  complex	  and	  requires	  the	  right	  integration	  plan,	  including	  procedures	  and	  guidelines	  to	  reconcile	  different	  practices,	   and	   constant	   communication.	   I	   discovered	   that	   many	   executives	   also	  believe	  that	  effective	  pre-­‐	  and	  post-­‐merger	  management	  is	  key	  to	  success	  and	  must	  involve	  consideration	  for	  organizational	  culture(s).	  Due	  diligence	  to	  assess	  financial,	  operational,	   legal,	   environmental,	   and	  cultural	  aspects	  of	   the	  merging	  entities	  was	  brought	  up	  and	  seen	  as	  an	  effective	  tool	  to	  predict	  success	  (or	  not).	  	  Interviewees	   were	   asked	   some	   or	   all	   of	   the	   following	   questions	   but	   were	   not	  directed	  as	   to	   the	   length	  or	  depth	  of	   their	   answer.	   Some	  questions	  were	   removed	  when	  they	  did	  not	  apply	  to	  the	  interviewee.	  	  1. How	  would	  you	  describe	  the	  evolution	  of	  mergers	  over	  the	  past	  20	  years	  (triggers,	  history,	  attitudes,	  general	  aspects	  of)?	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  2. According	  to	  you,	  do	  organizational	  cultures	  amongst	  the	  non-­‐profit	  sector	  and	  the	  for-­‐profit	  sector	  have	  many	  differences?	  (Or,	  how	  would	  you	  describe	  organizational	  culture	  in	  the	  arts	  sector?)	  	  	  3. In	  your	  experience,	  what	  are	  the	  real	  driving	  forces	  for	  mergers	  in	  the	  arts	  sector?	  	   4. How	  did	  organizational	  culture	  impact	  the	  management	  of	  the	  mergers	  you	  have	  experienced?	  	  	   5. Did	  you	  experience	  resistance	  from	  employees,	  board	  members,	  or	  the	  community	  prior	  to	  the	  beginning	  of	  the	  merger	  process?	  	   6. How	  was	  the	  merger	  process	  organized	  and	  integration	  plan	  implemented?	  a. What	  types	  of	  issues	  did	  you	  encounter?	  b. Who	  led	  the	  cultural	  issues?	  	  	  7. Have	  you	  ever	  experienced	  a	  culture	  clash	  through	  a	  merger	  process	  (before,	  during,	  and	  after;	  stages	  of)?	  	  8. What	  effects	  (or	  impacts)	  of	  culture	  clash	  have	  you	  experienced	  (loss	  of	  interest,	  high	  turnover,	  animosity,	  anger)	  and	  on	  what	  level	  throughout	  the	  company?	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  9. What	  are	  the	  keys	  to	  success	  of	  a	  successful	  merger	  process?	  What	  may	  be	  a	  cause	  for	  failure?	  	  	  10. How	  does	  organizational	  culture	  impact	  implementation?	  a. What	  are	  the	  keys	  to	  success	  of	  implementation	  through	  a	  merger	  process?	  b. Who	  should	  be	  responsible	  for	  culture	  issues	  during	  implementation?	  	  	  	  11. How	  would	  you	  define	  board	  involvement	  in	  the	  not-­‐for-­‐profit	  sector?	  	  a. Does	  the	  level	  of	  involvement	  vary	  in	  the	  merger	  process?	  	  	  12. Was	  the	  merger	  experienced	  differently	  for	  executives	  and	  employees?	  Can	  you	  describe	  direct	  impacts?	  	  	  13. What	  are	  the	  key	  tactics	  to	  reinstating	  mission	  and	  focus	  through	  the	  merger	  process?	  	  	  14. Should	  assessment	  of	  organizational	  culture	  be	  included	  as	  part	  of	  due	  diligence?	  In	  evaluating	  possible	  partnerships?	  	  	  	   15. Would	  you	  describe	  mergers	  as	  an	  effective	  pathway	  to	  create	  value	  in	  the	  arts	  sector?	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Every	  interviewee	  was	  also	  given	  the	  following	  information:	  	   In	  the	  context	  of	  this	  study,	  we	  consider	  organizational	  culture	  as	   including	  beliefs,	   values,	   rules,	   accepted	   behaviors,	   practices,	   decision-­‐making	  processes,	  management	  styles,	  and	  leadership	  expectations.	  We	  also	  consider	  organizational	  culture	  to	  be	  built	  over	  time	  and	  consist	  of	  learned	  behaviors.	  Finally,	  we	  deem	  organizational	  culture	  to	  be	  multifaceted,	  numerous,	  strong,	  loud	   or	   weak,	   or	   dormant	   and	   barely	   noticeable.	   We	   seek	   to	   better	  understand	   the	   impacts	   of	   organizational	   culture(s)	   in	   the	  management	   of	  mergers	  in	  the	  arts	  sector	  only.	  	  This	   study	   gathers	   the	   opinions	   of	   executives	   involved	   in	   the	   merger	   of	   the	  American	  Music	  Center,	  Meet	  the	  Composer,	  and	  American	  Composers	  Forum	  trio;	  the	   creation	   of	   the	   Utah	   Symphony	   and	   Opera	   through	   the	   merger	   of	   the	   Utah	  Symphony	   and	   Utah	   Opera;	   and	   the	   Mercury	   Opera	   of	   Rochester	   formation,	   also	  composed	  of	  a	   triad	  of	   three	  organizations:	   the	  Opera	  of	  Rochester,	   the	  Rochester	  Opera	  Factory,	  and	  the	  Opera	  Theater	  Guild	  of	  Rochester.	  Several	  other	  executives	  who	  have	  contributed	  heavily	   in	  questioning	   the	   status	  quo	   in	   the	  arts	   sector	  and	  summoned	  the	  qualities	  and	  need	  for	  openness,	  as	  well	  as	  leading	  executive	  careers	  or	  consulting	  paths,	  have	  also	  been	  interviewed	  and	  brought	  a	  great	  balance	  to	  our	  conclusions.	   In	  sum,	  the	  following	  paragraphs	  freely	  assemble	  topics	  and	  concerns	  brought	   up	   through	   interviews	   with	   Joanne	   Hubbard	   Cossard,	   Richard	   Kessler,	  Catherine	  Wichternan	  Maciariello,	   John	  McCann,	   Kristen	   Kessler,	   Ann	   Ewers,	   and	  James	  Undercofler.	  	  Concerns	  and	  experiences	  were	  different,	  and	  several	  would	  be	  worth	  investigating.	  Nevertheless,	   amongst	   these	   concerns,	   three	   broad	   topics	   were	   brought	   up	   on	  numerous	  occasions.	  They	  are	   the	   lack	  of	   awareness	  of	   the	  nature	  and	   impacts	  of	  organizational	   culture(s);	   a	   deep	   interest	   in	   board	   involvement	   and	   stakes	   at	   risk	  (perceived	  or	  real)	  during	  mergers;	  and	  the	  micro-­‐organizational	  aspect	  of	  mergers.	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Lack	  of	  Awareness	  of	  the	  Nature	  and	  Impacts	  of	  Organizational	  Culture(s)	  	  The	  merger	  of	   the	  American	  Music	  Center	   (AMC),	  Meet	   the	  Composer	   (MTC),	   and	  American	   Composers	   Forum	   (ACF)	   trio	   was	   motivated	   by	   the	   need	   to	   create	   a	  strong	  and	  unified	  voice	  to	  reach	  audiences,	  project	  a	  message	  more	  efficiently	  in	  a	  competitive	  market,	   and	   attain	  more	   visibility	  nationally	   and	   internationally.	   	   The	  three	   different	   entities	   had	   overlapping	   services,	   and	   the	   frustration	   of	   not	   being	  heard	   on	   the	   national	   level	   was	   mounting.	   But	   collaborative	   review	   towards	  planning	   a	   possible	   merger	   had	   first	   revealed	   no	   desire	   to	   merge	   due	   to	  irreconcilable	   differences	   amongst	   the	   three	   organizational	   cultures.	   Joanne	  Hubbard	   Cossa,	   a	   long-­‐term	   executive	   in	   the	   non-­‐profit	   world	   and	   CEO	   of	   the	  American	   Music	   Center,	   reveals:	   “The	   people	   involved	   felt	   they	   were	   different	  and/or	  better	  and	  could	  not	  see	  how	  to	  make	  the	  merger	  work.”	  As	  the	  different	   funding	  agencies	  continued	  to	  question	  the	  need	  for	  three	  distinct	  organizations,	  each	  tried	  to	  differentiate	  their	  offerings	  —	  a	  focus	  on	  communities	  (ACF),	   a	   focus	   on	   commissioning	   (MTC),	   and	   a	   focus	   on	   promotional	   resources	  (AMC).	  Unfortunately,	   this	   tactic	  did	  not	  clear	  confusion	   for	  consumers,	  satisfy	   the	  funding	   agencies,	   or	   increase	   income	   as	   planned.	   It	   was	   Hubbard	   Cossa	   in	   2005,	  when	   new	   to	   the	   organization,	   who	   questioned	   the	   status	   quo	   of	   the	   three	  organizations.	  When	   faced	  with	  cultural	   resistance	   from	  her	  own	  board	  as	  well	  as	  the	   two	  other	  organizations,	   she	  was	   forced	   to	  abandon	   the	  project	   to	  merge.	  The	  key	  players	   in	   the	  different	  organizations	   could	  not	  build	   a	   successful	   strategy,	   as	  cultures	   appeared	   to	   be	   irreconcilable.	   Finally,	   in	   2011,	   the	   merger	   was	   made	  possible	   by	   focusing	   on	   economy	   of	   scale	   and	   a	   clearer	   outreach	   and	   national	  presence.	   Although	   strategic	   planning	   enhanced	   the	   focus,	   culture	   became	   the	  elephant	   in	   the	   room	   for	   many	   as	   negotiations	   started	   and	   the	   merger	   moved	  forward.	  When	  asked	  about	  the	  impacts	  of	  organizational	  culture(s),	  Hubbard	  Cossa	  responded,	   “Culture	   directly	   affects	   if	   a	   merger	   works	   or	   not;	   culture	   prompts	  strategy	  and	  is	  always	  an	  underlying	  force	  in	  the	  room.”	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Also	   involved	   in	   AMC	   at	   earlier	   times,	   Richard	   Kessler	   believes	   the	   “arts	   sector	  suffers	   from	   having	   ‘nebulous	   missions,’	   being	   less	   business-­‐like	   and	   not	   data-­‐driven;	  aspirations	  of	  the	  heart	  often	  cause	  nebulous	  decision-­‐making.”	  When	  asked	  about	   the	   recent	  merger,	  he	  posited,	   “The	   fact	   that	  MTC	  won’t	  admit	  publicly	   that	  they	  were	  a	  program	  of	  the	  AMC	  (that	  eventually	  outgrew)	  was	  evidence	  of	  cultural	  vanities;	  organizational	  culture	  can	  value	   ineffective	  positions.”	   Indeed,	  when	  AMC	  wanted	  to	  merge	  with	  MTC	  (under	  Kessler),	  with	  the	  objective	  of	  gaining	  strength	  in	  the	  field,	  the	  merger	  was	  sabotaged	  due	  to	  MTC	  claiming	  financial	  woes	  at	  AMC.	  	  In	   another	   interview,	   Catherine	  Wichertman	  Maciariello	   (now	   a	   consultant	   in	   the	  field)	   describes	   the	   arts	   sector	   as	   an	   “artistic	   territory”	   driven	   by	  mission,	  where	  “people	   think	  what	   they	  do	   is	  different	  and	   the	  motivators	  are	  not	  only	   financial”.	  She	  adds,	   “It	   is	  a	  protective	  environment	  where	   leaders	  do	  not	  venture	  easily	   into	  partnerships	  and	  growth	  opportunities	  and	  rather	  thrive	  on	  community	  loyalty	  and	  quality	  of	  product.”	  According	  to	  Wichterman	  Maciariello,	  mergers	  are	  inevitably	  a	  last	   resort	   in	   the	   arts	   sector,	   when	   organizations	   in	   crisis	   finally	   turn	   to	   other	  options	  to	  alleviate	  the	  financial	  burden.	  	  Multiple	  interviews	  seemed	  to	  affirm	  the	  hypothesis	  suspecting	  a	  lack	  of	  awareness	  of	   organizational	   culture	   that	   leads	   to	  misinterpretation,	   sabotage,	   and	  unsuitable	  business	   decisions	   and	   missed	   opportunities.	   There	   was	   often	   reluctance	   to	  compare	   the	  cultures	  of	   the	   for-­‐profit	  and	   the	  non-­‐profit	   sectors	  but	  never	  a	  clear	  explanation	   for	   this.	   Therefore,	   we	   can	   conclude	   that	   organizational	   culture	   is	  problematic	  in	  the	  arts	  sector,	  as	  it	  is	  often	  used	  as	  the	  only	  designator	  of	  strength	  and	  success,	  as	  well	  as	  identity.	  Without	  tangible	  achievements	  (mostly	  financial	  in	  the	   for-­‐profit	   world	   but	   hardly	   defined	   in	   the	   arts	   sector),	   the	   prospect	   of	  endangering	   or	   modifying	   organizational	   culture(s)	   leads	   some	   to	   think	   that	   the	  organization	   itself	  may	   face	   extinction.	  When	   I	   take	   a	   closer	   look	   at	  mergers,	   the	  process	   mostly	   stops	   at	   identical	   moments,	   where	   employees	   affirm	   they	   do	   not	  want	   to	   change	   the	  way	   they	   “do	   things,”	   disengage	   and	   obstruct	   the	   process,	   or	  when	   competing	   egos	   in	  higher	  management	  or	   amongst	  board	  members	  damage	  the	  much-­‐needed	  relationships.	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Flexibility,	  therefore,	  appears	  not	  to	  be	  a	  characteristic	  of	  the	  arts	  sector.	  Indeed,	  the	  sector	   is	   strongly	   opinionated	   and	   hesitant	   to	   understand	   the	   impacts	   of	  maintaining	   the	   existing	   state	   of	   affairs.	   As	   financial	   pressures	   mount,	   for	  organizations	  suffering	  from	  overlap	  in	  products	  and	  competition	  for	  audiences,	  it	  is	  critical	   for	   executives	   to	   dismiss	   retrograde	   attitudes	   and	   enhance	   their	  organization’s	   finances,	   timing,	   efficiency,	   resilience,	   and	   systems	   and	   encourage	  new	   opportunities	   and	   partnerships.	   As	   such,	   organizational	   culture(s)	   should	   be	  used	  as	  an	  assessment	  tool,	  a	  way	  to	  learn	  about	  an	  organization,	  evaluate	  strengths	  and	  weaknesses,	  and	  understand	  its	  core	  functioning.	  It	  is	  the	  only	  effective	  way	  to	  focus	   energies	   and	   vision	   and	   understand	   the	   impacts	   of	   how	   and	   when	   “we	   do	  things”.	  	  When	  Ann	  Ewers	  led	  the	  merger	  of	  the	  Utah	  Symphony	  and	  Utah	  Opera,	  she	  could	  only	   rely	   on	   a	   deep	   understanding	   of	   both	   organizational	   cultures	   and	   trust	   her	  vision	   that	   it	   was	   the	   right	   decision	   to	   make.	   Ms.	   Ewers	   not	   only	   refuted	   the	  opposition	   of	   members	   of	   the	   boards	   but	   also	   skeptical	   audience	   members	   and	  disgruntled	  employees	  in	  order	  to	  lead	  the	  merger	  successfully.	  	  	  
Board	  Involvement	  and	  Stakes	  at	  Risk	  (Perceived	  or	  Real)	  During	  Mergers	  	  There	  is	  a	  paradox	  in	  the	  arts	  sector	  that	  is	  the	  composition	  of	  the	  board	  of	  trustees,	  greatly	  defined	  by	  Ms.	  Ewers	  here:	  “An	  interesting	  aspect	  of	  the	  non-­‐profit	  sector	  is	  that	  99%	  of	  the	  board	  members	  involved	  in	  the	  not-­‐for-­‐profit	  world	  actually	  come	  from	  the	  for-­‐profit	  world!	  This	  reality	  creates	  tension	  and	  a	  clash	  in	  culture	  between	  key	   personnel	   who	   on	   one	   side	   [are]	   prone	   [to]	   artistic	   value	   and	   on	   the	   other	  question	   the	   pragmatism	   of	   insisting	   on	   artistic	   value	   without	   clear	   goals	   for	  financial	   sustainability.”	   This	   reality	   was	   often	   described	   as	   irreconcilable	   during	  our	   interviews	   and,	   at	   minimum,	   problematic:	   “There	   is	   a	   distinct	   culture	   clash	  between	  board	  and	  practitioners”	  (Undercofler).	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This	  reality	  is	  often	  exacerbated	  during	  change	  and	  is	  likely	  to	  have	  a	  great	  impact	  on	  mergers.	  We	  can	  suspect	  this	  opposition	  takes	  root	  from	  what	  is	  really	  at	  stake	  for	  each	  individual.	  Where	  one	  wants	  to	  conserve	  artistic	  integrity,	  the	  other	  might	  rather	   gain	   greater	   social	   recognition	   from	   a	  more	   powerful	   organization.	   In	   that	  sense,	   the	  merger	  or	  any	  other	  proposed	  change	  might	   trigger	  pressure,	   games	  of	  influence	  and	  politics,	  and	   involve	  personal	  goals.	   In	  many	  cases,	   the	  board	  will	  at	  times	   ignite	   conversations	   and	   summon	   new	   opportunities	   and,	   at	   other	   times,	  fiercely	  oppose	  change	  agents.	  	  According	   to	   Richard	   Kessler,	   not-­‐for-­‐profit	   boards	   are	   simply	   a	   problem:	   “It	   is	   a	  constant	  struggle;	  most	  boards	  do	  not	  know	  what	  they	  are	  supposed	  to	  do,	  there	  is	  no	  debate,	  no	  voting,	  and	  too	  much	  oversight.”	  He	  also	  adds,	  “Underperformance	  is	  constant,	   and	  when	   a	  merger	   occurs	   (or	   any	   business-­‐like	   enterprise),	   the	   board	  starts	   ‘driving	   out	   of	   control,’	   follows	   an	   overwhelming	   intuition,	   and	   becomes	  overbearing	  and	  overcontrolling.”	  Kessler	  cites	  his	  recent	  experience	  at	  AMC:	  “The	  culture	  at	  AMC	  encouraged	  vanity,	  ego,	  and	  the	  free	  manifestation	  of	  a	  membership	  organization.	   The	   board	   became	   obsessed	   with	   oversight	   and	   micromanagement	  and	  failed	  to	  raise	  sufficient	  funds.”	  The	   culture	   clash	   between	   boards	   and	   practitioners	   is	   described	   by	  Wichterman	  Maciariello	  as	  a	  result	  of	  dissimilar	  goals.	  If	  one	  side	  promotes	  creating	  public	  value,	  responsibility	  towards	  the	  community,	  and	  the	  health	  of	  the	  organization,	  the	  other	  may	   prefer	   to	   encourage	   protecting	   employment	   or	   maintaining	   benefits,	   for	  example.	   When	   change	   occurs	   and	   every	   aspect	   of	   the	   organization	   has	   to	   be	  reviewed	  or	  reconsidered,	  conflict	  often	  arises.	  	  John	   McCann,	   a	   well-­‐known	   consultant	   in	   the	   field,	   prefers	   to	   encourage	  collaboration	   and	   implication	   than	   state	   irreconcilable	   or	   differing	   opinions.	   For	  most	  organizations,	  the	  issue	  is	  to	  find	  balance	  between	  too	  much	  involvement	  and	  too	  much	  hierarchy.	  When	  board	  members	  get	  overly	   involved	  or	   controlling	   in	   a	  merger	   process,	   dichotomies	   eventually	   transform	   into	   bigger	   issues	   and	   cause	   a	  growing	   lag	   between	   the	   board	   and	   employees.	   As	   communication	   becomes	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deficient	   and	   purposes	   differ	   in	   each	   group,	   there	   is	   an	   increasing	   gap	   between	  board	  members	  and	  employees,	  and	   the	  reality	  of	   the	  merger	  comes	  as	  a	  surprise	  and	  causes	  chaos.	  	  Following	  on	  concepts	  of	  collaboration,	  McCann	  discusses	  the	  Tribeca	  Film	  Institute	  and	  Renew	  Media	  merger	  implementation	  as	  “a	  harmonization	  process	  put	  in	  place	  and	   led	   by	   staff	   and	   board	  members.	   The	   redundant	   functions	  were	   talked	   about	  openly,	  as	  well	  as	  expectations	  and	  core	  results.”	  Unfortunately,	  this	  type	  of	  planned	  and	  collaborative	  process	  is	  rarely	  a	  reality,	  as	  most	  mergers	  suffer	  from	  the	  clash	  of	  egos	   and	   competitiveness	   between	   groups,	   often	   evolving	   into	   dead-­‐end	   results.	  Indeed,	   as	   John	  Kania	  and	  Mark	  Kramer,	   in	   their	   article	   “Collective	   Impact,”	   state:	  “Large-­‐scale	   social	   change	   requires	  broad	   cross-­‐sector	   coordination,	   yet	   the	   social	  sector	  remains	  focused	  on	  the	  isolated	  intervention	  of	  individual	  organizations.”	  	  Synergies	   amongst	   organizations	   of	   the	   sector,	   as	   well	   as	   synergies	   between	   the	  different	  groups	  interacting	  internally,	  need	  to	  be	  refocused	  and	  aligned	  to	  achieve	  better	   results	   and	   effective	   collaborations.	   Focusing	   on	   what	   they	   do	   best	   and	  making	  alliances	   to	  achieve	   tasks	  outside	   the	  mission	  scope	  predicts	  better	  use	  of	  resources	  and	  a	  greater	  degree	  of	  success.	   
	  
	  Micro-­‐organizational	  Aspect	  of	  Mergers	  	  The	   microanalysis	   of	   organizational	   culture	   derives	   from	   psychological	   concerns	  and	  behaviors,	  rather	  than	  the	  structural	  aspects	  of	  macroanalysis.	  In	  the	  event	  of	  a	  merger,	  organizational	  culture(s)	  often	  exacerbate	  group	  behaviors,	  the	  motivation	  of	  employees,	  productivity,	  and	  commitment.	  Organizational	  culture	  is	  often	  framed	  in	  the	  understanding	  of	  a	  set	  of	  rules	  and	  behaviors	  proper	  to	  the	  organization.	   In	  day-­‐to-­‐day	  work,	  organizational	  culture	  covertly	  directs	  employees	  on	  how	  to	  react	  to	   diverse	   situations	   under	   the	   rules,	   beliefs,	   and	   assumptions	   deemed	   as	   correct	  internally.	  As	  Richard	  Kessler	  confirms,	   “Organizational	  culture	  controls	  overt	  and	  covert	  behaviors.	  It	  is	  intentional,	  as	  well	  as	  subconscious.”	  On	  another	  note,	  he	  also	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adds,	   “Organizational	   culture	   may	   be	   defined	   by	   identity	   and	   personality.	  Organizations	   sometimes	   act	   like	   dysfunctional	   people…following	   the	   money	  instead	  of	  the	  mission.”	  	  Change	   management	   necessarily	   implies	   convincing	   certain	   people	   to	   do	   things	  differently	  in	  order	  to	  achieve	  a	  specific	  goal	  that	  otherwise	  cannot	  be	  achieved.	  The	  request	   to	   implement	   change,	   most	   often	   led	   by	   executive	   management	   and	   the	  board,	   is	   subject	   to	   the	   reaction	   of	   employees,	   and	   success	   depends	   on	   the	  effectiveness	   of	   implementation.	   A	   culture	   that	   encourages	   discussion,	  collaboration,	   and	   horizontal	   hierarchies	   will	   most	   likely	   necessitate	   a	   longer	  implementation	   phase	   with	   sustained	   communications,	   feedback,	   and	   employee	  participation.	   In	   contrast,	   an	   organization	   that	   does	   not	   encourage	   feedback	   and	  open	   communication	  will	   react	  more	   positively	   to	   unilateral	   decisions	   concerning	  change.	   In	  both	   the	  AMC	  merger	  and	   the	  Utah	  Symphony	  and	  Utah	  Opera	  merger,	  resignations	  and	  heated	  discussions,	  as	  well	  as	  public	  disagreements,	  took	  place	  due	  to	  a	  clash	  between	  the	  “new”	  culture	  and	  the	  “old”.	  	  Many	   levels	   of	   culture	   can	   be	   present	   in	   one	   organization.	   Often	   described	   as	  subcultures,	   these	   groups	   gather	   individuals	   with	   likely	   opinions	   and	   slightly	  different	   attitudes	   towards	   the	   overhauling	   organizational	   culture.	   When	   change	  occurs,	   these	   subgroups	   will	   likely	   display	   different	   reactions	   and	   needs.	   Joanne	  Hubbard	  Cossa	  distinguishes	  three	  very	  different	  cultures	  among	  the	  three	  entities	  that	  later	  formed	  today’s	  AMC	  and	  particularly	  between	  the	  former	  AMC	  and	  MTC,	  as	   the	   first	   displayed	   intense	   and	   complete	   board	   involvement,	   high	   levels	   of	  communication,	   openness,	   and	   transparency.	   It	   was	   defined	   as	   “organic,”	   and	   the	  latter	  had	  a	  strong	  hierarchy,	  was	  traditional,	  had	  low	  levels	  of	  communication,	  no	  involvement	  in	  lower	  tiers	  of	  the	  organization,	  and	  segmented	  work.	  	  Hubbard	   Cossa	   describes	   the	   merger	   process	   as	   less	   successful	   at	   MTC,	   where	  employees	   suffered	   a	   severe	   culture	   shock	   and	   a	   destabilizing	   “surprise	   effect”.	  AMC,	  with	  long-­‐term	  strategic	  planning,	  staff	  planning,	  and	  communication,	  as	  well	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as	  enough	  time	  to	  let	  employees	  “buy-­‐in”	  to	  the	  strategy,	  seemed	  to	  benefit	  from	  a	  much	  more	  successful	  integration	  (according	  to	  Hubbard	  Cossa).	  	  In	   many	   instances,	   the	   opposing	   forces	   troubling	   a	   merger	   process	   surprise	  executives.	   With	   mergers	   highly	   focused	   on	   fixing	   financial	   issues	   and	   luring	  economies	   of	   scale,	   some	   are	   distracted	   from	   the	   important	   task	   of	   making	  organizational	  culture(s)	  an	  intrinsic	  part	  of	  planning,	  assessing,	  and	  evaluating	  any	  merger	  process.	  	  When	  asked	  about	  adequate	   implementation	  processes,	   John	  McCann	  had	  another	  twist	  on	  the	  matter:	  “Mergers	  are	  not	  a	  democratic	  process,	  nor	  should	  they	  be.	  Only	  some	   people	   can	   see	   the	   whole	   system	   and	   open	   a	   valuable	   conversation;	  involvement	   should	   respect	   the	   concentric	   circles,	   where	   only	   CEOs,	   board	  members,	   and	   specifically	   targeted	   individuals	   are	   in	   the	  middle	   and	   that	   involve	  more	   individuals	  with	   the	   right	   timing	   through	   the	  merger	  process.	  Consequently,	  some	  people	  will	  feel	  left	  out.”	  	  It	   is	   difficult	   to	   see	   how	   this	   strategy	   can	   be	   successful	   in	   the	   arts	   sector,	   where	  boards	  and	  practitioners	  experience	  a	  constant	  tug	  of	  war	  and	  where	  artistic	  vision	  is	  fiercely	  defended	  against	  any	  business-­‐like	  overtake.	  Although	  this	  is	  a	  logical	  and	  often-­‐used	   approach	   in	  many	  mergers,	   it	   can	   be	   suspected	   to	   cause	   uproars	   and	  dead-­‐end	  situations.	  It	  is	  with	  better	  knowledge	  of	  the	  sector	  and	  acceptance	  of	  the	  different	   culture(s)	   and	   value	   of	   a	   collage	   of	   identities	   that	   change	   agents	   can	  formulate	  a	  strategic	  approach	  for	  mergers	  in	  the	  arts	  sector,	  as	  failure	  is	  more	  often	  than	  not	  a	  “people	  issue”.	  	  Indeed,	  change	  management	  directly	   impacts	  people.	  As	  John	  Gardner	  once	  stated,	  and	   Bennis	   often	   quoted:	   “Leaders	   are	   people	   who	   understand	   the	   prevailing	  culture,	   even	   though	  much	  of	   the	   culture	   is	   latent,	   existing	  only	   in	  people’s	  minds	  and	  dreams,	  or	   in	   their	  unconscious…leaders	  of	   the	   future	  will	  be	   those	  who	   take	  the	  next	  step	  to	  change	  the	  culture.”	  But,	  as	  often	  repeated	  in	  these	  pages,	  change	  is	  not	  an	  easy	  task	  to	  tackle.	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Buono	  and	  Bowditch	  have	  greatly	  supported	  the	  concept	  that	  organizational	  culture	  is	   a	   “pervasive	   and	   powerful	   force	   in	   shaping	   behavior”.	  Within	   the	   scope	   of	   the	  interviews,	  many	  executives	  pinpointed	  successful	  strategies	   to	   leading	  employees	  through	   change,	   and	   most	   included	   effective	   communication,	   strategic	   planning,	  involvement,	  and	  due	  diligence	  regarding	  organizational	  culture.	  Mergers	  resemble	  the	  game	  of	  chess,	  in	  which	  strategy	  requires	  resting	  and	  achieving	  long-­‐term	  goals	  during	   the	   game,	   while	   tactics	   concentrate	   on	   the	   best	   immediate	   maneuvers.	  Therefore,	  understanding	  the	  overall	  motivator,	  purpose,	  and	  long-­‐term	  vision	  for	  a	  merger	  is	  the	  first	  long-­‐term	  strategy	  for	  understanding	  the	  organizational	  cultures	  at	  play	  and	  apprehending	  the	  impacts	  of	  the	  “people	  issues”	  on	  the	  merger’s	  success.	  	  When	  seeking	  to	  merge	  two	  different	  cultures,	  specific	  decisions	  must	  be	  taken	  with	  specific	  timing.	  Individuals	  who	  do	  not	  fit	  into	  the	  new	  culture	  must	  be	  removed	  as	  quickly	  as	  possible	  to	  avoid	  corrupting	  the	  process.	  Successful	  mergers,	  as	  described	  by	  our	  interviewees,	  had	  specific	  planning	  and	  moved	  ahead	  on	  a	  specific	  timeline	  to	  achieve	  results.	  	  To	   avert	   negative	   behaviors,	   successful	   executives	   maintained	   clear	   and	   efficient	  communications	  and	  focused	  on	  the	  end	  goal,	  maintaining	  that	  the	  merger	  was	  “the	  right	  thing	  to	  do”.	  This	  is	  not	  to	  say	  there	  will	  be	  no	  negative	  effect(s)	  and	  upheaval	  from	  employees,	  stress,	  higher	  turnover,	  culture	  clash,	  or	  tensions;	  rather,	  it	  will	  be	  a	   better	   structure	   to	   support	   meaningful	   change.	   Whilst	   knowledge	   alone	   is	   not	  enough	  to	  change	  behaviors,	  a	  better	  knowledge	  of	  the	  organizational	  culture(s)	  of	  the	   field	   enables	   change	   agents	   to	   direct	   and	  motivate	   employees	   and	   shape	   the	  path	  towards	  a	  given	  goal.	  	  	  
CONCLUSION	  	  Nobody	   wants	   to	   ride	   a	   moped	   on	   the	   autobahn;	   it	   is	   crazy,	   inefficient,	   and	  dangerous!	  Running	  an	  inefficient	  business	  in	  any	  economy	  will	  eventually	  prove	  to	  be	   a	   failure,	   a	   reality	   that	   is	   exacerbated	   during	   times	   of	   financial	   crisis.	   The	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importance	  of	  understanding	  and	  embracing	  new	  models	  and	  possible	  partnerships	  to	   better	   cope	   with	   new	   socioeconomic	   realities	   and	   decreases	   in	   funding	   is	  paramount	  to	  the	  survival	  of	  arts	  organizations	  today.	  	  	  A	   failure	   to	   understand	   and	   take	   into	   consideration	   the	   impacts	   of	   organizational	  culture(s)	   and	   maintaining	   egocentric	   organizations,	   primarily	   driven	   by	   artistic	  vision	  and	  without	  concern	  for	  creating	  value,	  will	  jeopardize	  any	  chance	  of	  gaining	  market	  shares	  and	  the	  sustained	  interest	  of	  a	  growing	  audience.	  In	  the	  arts	  sector,	  creating	   a	   sustainable	   business	   model	   is	   too	   often	   seen	   as	   a	   threat	   to	   artistic	  mission,	   when	   it	   should	   only	   be	   deemed	   a	   structural	   element	   of	   constructing	   a	  business.	  	  In	  a	   recent	  panel	  discussion	  at	  Drexel	  University,	   Jeri	  Lynne	   Johnson,	   founder	  and	  music	   director	   of	   the	   Black	   Pearl	   Chamber	   Orchestra,	   mentioned	   the	   “need	   for	  organizations	   to	  become	   leaders	   in	  what	   they	  do	  well	  while	   creating	  partnerships	  for	  what	   they	  don’t”.	   If	   this	   concept	   seems	   foreign	   in	  a	   field	  where	   the	  quest	   is	   to	  always	  do	  more	  with	  less,	  it	  is	  probably	  the	  best	  corporate	  survival	  strategy	  for	  arts	  organizations	  today.	  	  Warren	  Bennie	  often	  says,	   “People	  begin	   to	  become	   leaders	  at	   that	  moment	  when	  they	   decide	   for	   themselves	   how	   to	   be.”	   This	   can	   be	   easily	   transformed	   to	  “Organizations	  begin	   to	  become	   leaders	  at	   that	  moment	  when	   they	  decide	  how	   to	  be,”	  while	  following	  Ms.	  Johnson’s	  advice:	  1)	  Be	  the	  best	  at	  what	  you	  do;	  2)	  Remove	  or	  do	  not	   venture	   into	  what	   you	  don’t	   know	  how	   to	  do;	   and	  3)	  Do	  not	   follow	   the	  money	  (and	  cause	  mission	  drift).	  	  This	   is	  a	  great	  parallel	  to	  Jim	  Collins’	  book,	  Good	  to	  Great	  and	  the	  Social	  Sectors,	   in	  which	  he	  affirms	  that	  a	  leader	  should	  always	  be	  ready	  to	  answer	  the	  question,	  “How	  does	  focusing	  on	  what	  we	  can	  do	  best	  tie	  directly	  to	  our	  resource	  engine,	  and	  how	  does	  our	  resource	  engine	  directly	  reinforce	  what	  we	  can	  do	  best?”	  —	  and	  be	  right	  in	  his	  or	  her	  answer.	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While	   the	   arts	   sector	   still	   struggles	   to	   incorporate	   mergers,	   acquisitions,	   and	  partnering	  propositions	  as	  possible	  opportunities	  for	  building	  a	  sustainable	  future,	  my	  research	  has	  given	  me	  hope	  that	  strategic	  change	  management	  and	  openness	  to	  understanding	   organizational	   culture(s)	   will	   increase	   the	   positive	   outcomes	   of	  possible	   alliances.	  There	   is	   a	   clear	  need	   to	  build	   trust	  on	  micro-­‐	   and	  macro-­‐levels	  amongst	  arts	  organizations,	  as	  well	  as	   the	  necessity	  of	  higher	  resilience	   levels	  and	  diminution	   of	   damaging	   competition	   in	   the	   sector	   without	   prejudice	   to	   artistic	  integrity.	  	  When	  studying	  mergers	  and	  organizational	  culture,	  many	  other	  interesting	  aspects	  of	   research	   became	   clear.	   Amongst	   those	   were	   the	   possibility	   of	   constructing	   a	  systematic	  approach	   to	  mergers,	   the	   “mergeability”	  of	  organizations	   in	  correlation	  to	  their	  lifecycle,	  the	  psychological	  effects	  of	  mergers	  on	  employees,	  and	  the	  notion	  that	  many	  more	  could	   lead	  to	  new	  paths	  of	   further	  study	  regarding	  the	   impacts	  of	  organizational	  culture(s)	  in	  the	  management	  of	  mergers	  in	  the	  arts	  sector.	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